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1 EXECUTIVE SUMMARY 

1.1 Project Overview 

The proposed project aims to upgrade and develop the Queen Salote International Wharf (QSIW) in 
Nuku'alofa Port as an international gateway container and general cargo terminal and allow it to 
accommodate future trade growth and expansion, thereby strengthening Tonga’s economic and social 

connectivity in the Pacific. The total project cost is estimated to be $50 million with $45 million ADB financing 

and $5 million counterpart financing from the Government of Tonga. The scope of the QSIW upgrade 
includes: 

• Offshore (marine) Works: 
o Wharf 1: demolition and reinstatement of deck, new berthing and mooring dolphins 
o Wharf 2: extension of wharf, cope beam repairs, new mooring dolphins 
o Revetment and scour protection 

o Dredging of seabed 

• Onshore Works: 
o Demolition and reconstruction of new hardstand and internal roadways 
o New drainage and utilities infrastructure 
o New fences and security systems 

1.2 Operating Environment and borrower capacity and capability assessment 

The overall project procurement risk (pre-mitigation) recommended at concept stage was high or 
A (high procurement risk), since the EA and IA have limited experience with procurement of major 
development partner-financed projects and little or no resources for preparation of the technical 

aspects of bidding documents or supervision of contracts. However, after applying all mitigation 
measures, the overall project procurement risk (post-mitigation) is assessed as “Medium”. The 
following SWOT analysis summarizes the Borrower (MOI) capacity: 

Table 1 SWOT Analysis 

Strengths Weaknesses 

• There are existing and well-developed Public 
Procurement Regulations in place which set a 
good standard of practice for project 
procurement 

• Experience procuring previous projects within 
GoT in partnership with donor agencies, 
including the Experience procuring previous 
projects within GoT in partnership with donor 
agencies, including the Domestic Terminal 
project, which also helps for the preparation of 

cost estimates. 

• Limited capacity and capability within GoT 
and MOI to undertake procurement activities 
and oversight project implementation. 

Opportunities Threats 

• There may be an opportunity for ADB to seek 
support from the Central Services Unit (CSU), 
based within the Ministry of Finance and 
funded by the World Bank and the Australian 
Department of Foreign Affairs and Trade to 

improve project implementation capacity. 

• There is time for ADB to potentially procure 
additional support for project support and 
procurement planning 

• Additional projects in the pipeline will add 
further burden to Government capacity and 

capability, increasing the procurement risks 
for this project 
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1.3 Market Analysis 

A review of existing domestic and international contractors has been undertaken to better 
understand the supplier market profile. In addition, a review of existing quarries has been 
undertaken to determine the availability of materials that would be used in the construction works.  

Main conclusions from this analysis are: 

• The capacity and availability of local contractors within the local market to participate in 

the project is currently very limited. 

• Packaging the onshore and offshore (marine) works together in one package (to increase 
the overall value) would likely increase the number of interested parties from the 
international market. 

• A single package for the works will also reduce risks associated with interface 

management, corruption, and overall contract administration. 

• Local market is likely to only provide onshore civil works and material supply. 

• International contractors will be required to lead the works. There are contractors with 
relevant capabilities and experience available to allow for a competitive bidding process. 

 

1.4 Risk Assessment and Management 

A Risk Assessment has been undertaken for the project, which has identified the following risks: 

• Insufficient capability and/or capacity within GoT to administer the contract 

• Unforeseen conditions, insufficient information and site data 

• Poor contract management 

• Impacts due to potential changes in economic situation, political landscape, social unrest 
and environmental events 

• Unethical procurement practices 

• New bill on local contract legislation 

• Uncertainty due to travel and movement restrictions on account of outbreak of COVID-19 
pandemic may delay procurement and affect project implementation if COVID-19 outbreak 
situation does not resolve and continues beyond 2020.  

 

After application of all mitigating measures, the overall project procurement risk (post-mitigation) 
has been assessed as “Medium”. 

1.5 Procurement Strategy to achieve VfM and Procurement Arrangements 

1.5.1 Strategy for Value for Money (VfM): The project will achieve the best VfM through: (i) 

using the e-procurement technology to lower the transaction cost, enhance process 
efficiency and transparency; (ii) attracting well-qualified international contracting firms to 
deliver quality civil works using prequalification process followed with Open Competitive 
Bidding and merit-point based evaluation criteria; (iii) direct contracting of the construction 
supervision consultant (Royal Haskoning DHV Nederland B.V.) given their technical 
strength and satisfactory performance in providing feasibility and detailed design 
consulting services for this project as part of “One Project- One Consultant” approach in 
Pacific and to ensure continuation of their liability and consistency in technical approach. 
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Further, the provisions related to abnormally low bids and stands still period will also be 
applied for civil works to maximize VfM 

1.5.2 Optimal Procurement Arrangements: After conducting the comprehensive Strategic 
Procurement Planning (SPP) exercise along with detailed supply market analysis, 
procurement risk assessment, mitigating measures and options analysis, following optimal 
procurement arrangements have been recommended for the project to achieve value for 
money (VfM): 

• A single contract for the marine and landside works as it will be more attractive for an 
international contractor and will also be able to better manage interfaces between the 
various disciplines (marine, structural, civil, services, etc.). 
 

• Since detailed design will be completed by the time of procurement of the civil works, it is 
proposed to deliver the project as a ‘Construct Only’ contract (with minor elements of 

procured as design and build) using Open Competitive Bidding method to ensure there is 
a maximum chance of receiving competitive bids. 
 

• Open Competitive Bidding with Prequalification is recommended and considered 
appropriate given the large size of the contract and complexity of the works, in the marine 
environment, remote location, combination of marine and landside interventions). The 
prequalification exercise will be undertaken in parallel to the finalization of the detailed 
design and would not the delay the procurement and overall project implementation. 
 

• Prequalification will be based on a combination of pass/fail criteria (eligibility, financial, 
similar nature of works experience) and scoring-based criteria (for experience, preliminary 
work plan, risk management process, environmental, health and safety approach). The 
Guidance Note on Prequalification, June 2018 allows to use combination of pass/fail 
criteria and scored criteria. Before prequalification, multiple dissemination activities are 
being implemented to attract more bidders such as advertising of the advanced 
contracting notice in the ADB’s website, specialized procurement websites (Tenderlink), 
social media (LinkenIn), and inviting potential bidders to an information session of the 
project to be arranged via videoconference). 
 

• Merit-point based Evaluation Criteria. After prequalification process is completed, a 
merit-point based evaluation criteria will be introduced in the bidding documents to 
evaluate the bids of prequalified bidders with appropriate weightages applied to technical 
and financial scores. It is proposed that significant weighting should be applied to previous 
experience in both the nature of the works, and also (preferably) projects in the Pacific 
region where logistics to remote areas is important and less weighting should be applied 
to cost, as this can be misleading as low bids can be reliant on significant variations. On 
this regard, two measures are recommended: 
 

o Use the procedures that ADB procurement policy allows for the evaluation of 
abnormally low bids. 

o Use the procedures that ADB procurement policy allows to include in the 
evaluation following the principles of value for money (VfM). 

 

• Given that the detailed design will be completed by the time of issuing the invitations for 
bidding, technical proposal will have sufficient information on the client’s requirements and 
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specifications to be able to prepare conforming technical proposals. Considering this and 
since the procurement will be mostly supported with independent consulting support, a 
single-stage one-envelope process is recommended. 
 
It is proposed that significant weighting should be applied to previous experience in both 
the nature of the works, and also (preferably) projects in the Pacific region where logistics 
to remote areas is important. Less weighting should be applied to cost, as this can be 

misleading as low bids can be reliant on significant variations.  
 

• Recruiting the Construction Supervision Consultant through direct contracting of the 
same consultant (Haskoning DHV) that prepared the feasibility and detailed design study. 
The proposed consultant has performed satisfactorily as confirmed by ADB (client of the 
feasibility study contract) and the Government (client of the detailed design contract). 
Quality control of the detailed engineering design was monitored through the execution of 
a third-party independent review. Therefore, subject to satisfactory performance, 
availability of suitably qualified and experienced staff and receipt of an acceptable 

proposal, it is proposed to recruit the same consultant (Haskoning DHV) to provide 
construction supervision services following the direct contracting method as part of “One 
Project- One Consultant” approach in Pacific. 
 

• Recruitment of the National Consultants of the PMU following direct selection method 
for efficiency and effectiveness given the satisfactory performance of the existing PMU 
consultants that are providing support to EA in the project preparation. 
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Table 1: Procurement Risk Register 

 

01

Delays to procurement due to insufficient 

capability and/or capacity within GoT (e.g. 

resources, technology, skills)

Borrower Likely 4 Moderate 3 Major 4 Minor 2 Minor 2 Moderate 3 Moderate 3 High

Improve the borrower's capacity in 

procurement (e.g. PMU or internal GoT 

staffing)

Unlikely 2 Major 4 Medium GoT/ADB

02
Scope or price variation claims from 

contractor due to "unforeseeable" conditions
Construction Likely 4 Moderate 3 Moderate 3 Insignificant 1 Insignificant 1 Minor 2 Moderate 3 High 

Substantial assessment undertaken during 

detailed design to remove uncertainties.  

Ensure specifications and contract terms are 

robust, and allow appropriate contingency in 

cost budget.

Possible 3 Minor 2 Medium GoT/ADB

03
Inadequate or insufficient information for 

technical specifications 
Technical Possible 3 Moderate 3 Moderate 3 Insignificant 1 Insignificant 1 Moderate 3 Moderate 3 Medium

Consider early supplier involvement and use 

of performance specifications. 
Unlikely 2 Minor 2 Low Designer

04
Inadequate or insufficient site data for 

contractor to rely on (e.g. geotechnical) 
Technical Possible 3 Moderate 3 Moderate 3 Insignificant 1 Insignificant 1 Moderate 3 Moderate 3 Medium

Ensure contractor takes 

ownership/responsibility for existing data and 

include cost (if required) in bid for additional 

investigations 

Possible 3 Minor 2 Medium Contractor

05 Poor contract management Contractual Likely 4 Moderate 3 Moderate 3 Insignificant 1 Insignificant 1 Major 4 Moderate 3 High

Improve the borrower's capacity in contract 

management and/or ensure external support 

in administration of the contract

Possible 3 Moderate 3 Medium GoT/ADB

06
Change in economic situation impacts 

project
Economic Unlikely 2 Major 4 Major 4 Insignificant 1 Insignificant 1 Moderate 3 Moderate 3 Medium

Monitor changes in economic conditions and 

adjust budget/contingencies as required up 

to bid stage (at which point contractor takes 

risk)

Rare 1 Minor 2 Low GoT/ADB

07
Unethical procurement practices due to 

corruption 
Governance Possible 3 Moderate 3 Minor 2 Major 4 Major 4 Moderate 3 Moderate 3 High

Engage Anticorruption Minister and ensure all 

procurement strictly follows regulations, and 

utilise external support with contract 

administration.

Unlikely 2 Minor 2 Low GoT/ADB

08 Change in political landscape impacts project Governance Unlikely 2 Insignificant 1 Major 4 Moderate 3 Moderate 3 Insignificant 1 Insignificant 1 Medium

Monitor political situation, consult with 

Government on a regular basis and assess 

potential project risks.

Rare 1 Moderate 3 Low ADB

09
Social event (e.g. civil unrest) impacts 

project
Governance Unlikely 2 Moderate 3 Major 4 Insignificant 1 Insignificant 1 Insignificant 1 Insignificant 1 Medium

Monitor social climate and provide adequate 

security support and facilities for project as 

required.

Rare 1 Moderate 3 Low GoT/ADB

10

New bill on local contract legislation may 

have implications with domestic/international 

procurement (e.g. tax implications)

Legislative & 

Regulatory
Possible 3 Major 4 Minor 2 Moderate 3 Minor 2 Major 4 Major 4 High

GoT/ADB to confirm legislation and impacts. 

Budget to be adjusted accordingly, or 

potential exemption secured.

Unlikely 2 Moderate 3 Medium GoT/ADB

11

New development consent process may 

impact procurement or construction 

timeframes and costs

Legislative & 

Regulatory
Possible 3 Minor 2 Major 4 Insignificant 1 Insignificant 1 Insignificant 1 Insignificant 1 High

GoT/ADB to confirm legislation and impacts. 

Budget/program to be adjusted accordingly, 

or potential exemption secured.

Unlikely 2 Moderate 3 Medium GoT/ADB

12
Stakeholder(s) create delays to project 

procurement and implementation
Stakeholder Possible 3 Minor 2 Moderate 3 Insignificant 1 Insignificant 1 Insignificant 1 Insignificant 1 Medium

Early and ongoing stakeholder 

engagement/consultation to minimise 

disruptions and surprises. Follow stakeholder 

communication plan for key stakeholders.

Unlikely 2 Minor 2 Low GoT/ADB

13

Insufficient capacity or capability from 

domestic suppliers (e.g. resources, 

equipment, materials) 

Supplier Likely 4 Moderate 3 Moderate 3 Insignificant 1 Insignificant 1 Insignificant 1 Minor 2 High 

Update data on local market. Tailor 

procurement to match capability and 

capacity of local suppliers. Inform bidders.

Possible 3 Minor 2 Medium GoT/ADB

14

Specialised works (e.g. marine) and total 

budget may deter or limit the number of 

bidders, which could increase bid prices or 

reduce quality

Supplier Possible 3 Major 4 Minor 2 Minor 2 Moderate 3 Minor 2 Major 4 High

Try to attract a wide enough international 

market by reducing risks and uncertainties 

during the design and due diligence stage. 

Undertake Expression of Interest process to 

engage and inform market in advance of 

tender.

Unlikely 2 Moderate 3 Medium GoT/ADB

15
Significant environmental event (e.g. cyclone, 

earthquake, tsunami) impacts project
Sustainability Unlikely 2 Severe 5 Severe 5 Insignificant 1 Insignificant 1 Insignificant 1 Insignificant 1 High

Have management plans in place for such an 

event. Contract to appropriately allocate risk 

for downtime. Ensure appropriate insurances 

are provided.

Unlikely 2 Moderate 3 Medium GoT/ADB/Contractor

16 Abnormally low bids received Tender Possible 3 Insignificant 1 Insignificant 1 Major 4 Major 4 Major 4 Insignificant 1 High

Careful preparation of project specifications 

and evaluation criteria/process in tender 

documents. Use ADB's processes for 

handling abnormally low bids.

Unlikely 2 Moderate 3 Medium GoT/ADB/Designer

17
Contractors propose alternative 

design/construction means or methods
Tender Possible 3 Minor 2 Moderate 3 Minor 2 Insignificant 1 Insignificant 1 Insignificant 1 Medium

Input from contractors during design stage 

has been considered. Require conforming 

bid but allow for non-conforming bids that 

meet mandatory project requirements and 

specifications.

Possible 3 Insignificant 1 Low GoT/ADB/Designer

18

Impacts of the coronavirus (COVID-19). The 

sudden outbreak of Coronavirus 2019 

(COVID-19) pandemic has imposed 

significant challenges to (i) the timely 

procurement of the civil works contract; and 

(ii) the execution of the civil works in the field.

Other Likely 4 Minor 2 Moderate 3 Minor 2 Insignificant 1 Insignificant 1 Insignificant 1 High 

All procurement will be done electronically, 

bidders will not need to travel to Tonga. 

Digital information and  detailed engineering 

designs will enable  prospective bidders to 

undertake technical due-diligence for 

preparing their bids without a pre-bid visit. 

There is reasonable cushion for COVID-19 to 

resolve before actual contract execution 

starts by end of 2021.

Possible 3 Moderate 3 Medium GoT/ADB/Designer

Medium GoT/ADB/Designer

Likelihood (L)

OVERALL PROCUREMENT RISK: After application of all mitigating measures, the overall project procurement risk (post-mitigation) has been assessed as “Medium”.

CategoryDescriptionID Risk Owner Residual Risk
Residual 

Consequence

 Residual 

Likelihood
Proposed Mitigation Strategy 

Value for Money

Consequence (C)

Economy Efficiency Fairness Transparency Quality

Risk (L x C)
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2 INTRODUCTION 

2.1 Background 

Royal Haskoning DHV (RHDHV) has been commissioned by the Asian Development Bank (ADB) 
to undertake feasibility studies to upgrade and develop the Queen Salote International Wharf 
(QSIW) in Nuku’alofa Port, Tonga. The services are being delivered in three primary phases, as 
follows: 

• Phase 1: Assessment of Operations and Initial Development Options 

• Phase 2: Surveys, Final Development of Options and Selection of Preferred Option 

• Phase 3: Detailed Feasibility Studies and Due Diligence Reports 

This Strategic Procurement Planning and Procurement Risk Assessment (SPPPA) Report forms 

part of the Phase 3 Due Diligence Reports. This due diligence report forms part of the several 
assessments undertaken by ADB to fund the project Nuku’alofa Port Upgrade Project. 

2.2 Scope and Objectives of this Report 

The scope of this SPPPA includes undertaking a risk assessment of the Executing Agency (EA) 
and Implementing Agency (IA) and the local/regional contracting market relevant to the Nuku’alofa 
Port Upgrading Project and recommending a suitable procurement strategy both in terms of 
package design and any supporting requirements for procurement implementation. 

The scope includes stakeholder consultation to inform views on risks and to facilitate a consensus 
between Government and relevant stakeholders (including the ADB) on the preferred option for 
procurement of civil works.  

The objectives of the SPPPA are to help with the selection of a procurement approach that: 

• Increases efficiency and reduces procurement timeframes 

• Reduces risk and improves quality 

• Delivers value for money 

• Improves fitness-for-purpose 

• Improves fairness and transparency 

The SPPPA has been conducted in accordance with the 2017 ADB Procurement Policy and 
Procurement Regulations, in addition to the associated 2018 Guidance Notes (see Figure 1). The 
scope of this report does not include a Country and Sector/Agency Procurement Risk Assessment 
(CSPRA), which is typically conducted by the ADB earlier in the procurement cycle (during the 
Country Partnership Strategy stage).  

Under the new ADB procurement risk framework, the CSPRA would lead to the development of 
a Procurement Risk Categorization (A or B) during the Project Conceptualization stage which 

would subsequently inform the SPPPA. The ADB developed a Draft CSPRA Report in January 
2017 in accordance with the Organization for Economic Cooperation and Development (OECD) 
Methodology for Assessing Procurement Systems (MAPS). Relevant information from ADB’s 
Draft CSPRA has been included in this report, where applicable. 

The Project concept paper was approved by ADB in April 2020. The overall project procurement 
risk (pre-mitigation) recommended at concept stage was high or A (high procurement risk), since 
the EA and IA have limited experience with procurement of major development partner-financed 
projects and little or no resources for preparation of the technical aspects of bidding documents 
or supervision of contracts.  
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Figure 1 Scope of this Report 

 
Source: Procurement Risk Framework, Guidance Note on Procurement, Asian Development Bank (June 2018) 

2.3 Assumptions and Clarifications 

In this report, "$" refers to US dollars unless otherwise stated. otherwise noted. Tongan currency 
is the Pa’anga (TOP), which is equal to approximately USD 0.44 as of the timing of this report. 
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3 PROJECT OVERVIEW 

3.1 Project Summary 

A high-level summary of the project is provided in table below. 

Table 2 Project Summary 

Project Detail Description 

Project Title Nuku’alofa Port Upgrading Project in Tonga 
Project Number: 53045-003 

Country Kingdom of Tonga 

Executing agency Ministry of Finance and National Planning (MFNP) 

Implementing agency Ministry of Infrastructure (MOI) 

Project development 

objectives 

The purpose of the project is to upgrade and develop the Queen Salote 

International Wharf (QSIW) in Nuku'alofa Port as an international gateway 
container and general cargo terminal. 
The project will allow Nuku’alofa Port to accommodate future trade growth and 
expansion, thereby strengthening Tonga’s economic and social connectivity 
in the Pacific. 

Project description The Kingdom of Tonga, situated in the southern Pacific Ocean, is an 
archipelago of 171 islands set across 700,000 km2 of ocean. Approximately 

70% of the population (108,000 people in total) live on the main island of 
Tongatapu, where the country capital, Nuku’alofa, is located. The rest of the 
population is distributed across 36 surrounding islands. Being a small island 
nation most of the goods need to be imported and over 98% of imports use 
sea transport. The Nuku’alofa port is the main international port of Tonga and 
the country’s lifeline, given the geographical isolation of the nation from 

international markets. 
 
The project upgrades the Nuku’alofa port, rehabilitating, renewing, expanding 
the existing infrastructure and improving the management and operations 
practices. The project outputs will result in the following outcome: capacity and 
operations of the Nuku’alofa Port improved. The project will be aligned with 

the following impact: safer, more reliable, and more affordable transport 
infrastructure and services in Tonga. 
 
The project will include the following outputs: 

• Output 1: Existing port infrastructure rehabilitated. 

• Output 2: Existing international cargo wharves extended. 

• Output 3: Port operations and management improved. 
 

Description of 
indicative contract 
packages 

The contract packages under the project are as follows: 
 

• Civil works contract: 

o Marine Works including dredging, dredged spoil disposal, 
potential demolition, wharf structures, mooring and berthing 
dolphin structures and equipment, Aids to Navigation, and 
rock revetment installation. 

o Landside Works including earthworks and civil works, 

hardstands, internal roadways, utilities/services, potential 
demolition and building structures. 
 

The works will require a variety of materials and equipment. The 
fabrication, supply and installation of the works will require a 
combination of national (Tongan) and international suppliers. 
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• Construction Supervision Consultancy contract. 
 

• Contracts to establish a Project Management Unit (PMU): 

o Project Coordinator (individual national consultant) 
o Technical Contract Manager (individual national consultant) 
o Project Accountant (individual national consultant) 

 

• Independent Review Consultant (to be supported from the TA) to 

review the project performance, provide an assessment independent 
to the construction supervision consultant and allow the early 
identification of issues that may arise in the execution of the civil works 
contract. 

 

Summary of the 

financing agreement 

The financing agreement will include the below financing plan: 

•  Asian Development Bank: $45,000,000 

•  Government of Tonga: $5,000,000 

•  Total: $50,000,000 

3.2 Project Description 

3.2.1 Location 

The Queen Salote International Wharf (QSIW) is the international cargo terminal of the Nuku’alofa 
Port. The QSIW is in the center of Nuku’alofa (see figure below). The port is managed by Ports 

Authority Tonga (PAT) and functions as Tonga’s primary hub for the import and export of cargo.  

Figure 2 Queen Salote International Wharf (QSIW) 

 

Tonga’s Navy base is located directly east of QSIW and a small boat harbor is located directly to 
the west, with both areas protected by a breakwater along the reef’s edge.  
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3.2.2 Existing Layout and Facilities 

QSIW currently has two international berths: Wharf 1 (the original berth facing north with an east-
west alignment) and Wharf 2 (facing northwest, with a southwest-northeast alignment), which are 
93m and 111.2m long, respectively, with an average water depth alongside of 12m (see figure 
below). 

In addition, two domestic wharves, Wharf 3 (100m in total length) and Wharf 4 (60m in total length), 
are located towards the southwestern side of the port, with an average water depth alongside of 

9m and 4m, respectively. QSIW includes a container yard that is estimated to cover around 3ha. 

Figure 3 QSIW Facility Layout 

 

3.2.3 Environmental Conditions 

A brief summary of the environmental conditions at the project location are provided here. This 
context is necessary for considering some of the relevant construction risks that need to be 
accounted for in the procurement planning. 

Nuku’alofa has a subtropical climate, with a wet and hot season from November to April, and a 
dry and cool season from May to October. Rainfall on Nuku’alofa averages around 1,800 mm per 
year.  In the 45-year period between 1970 and 2015, 347 tropical cyclones affected the 
southwest Pacific. In the same period 73 cyclones passed through Tongan waters, of which 24 
were severe (32%). 

The prevailing winds in Tonga consist mainly of the south-easterly trade winds, but the cyclones 
that pass through the area are generally from the north-east. Under ambient conditions the wind 
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speed is typically between 2.6m/s and 7.5m/s (according to The National Institute of Water and 
Atmospheric Research (NIWA) New Zealand) and strong winds are not common.  In extreme 
wind conditions, however, the wind has been recorded to reach 26.3m/s from the northeast. 
Strong northerly winds are observed during the wet season and it is expected that significant 
waves (up to 3m) could impact the site during a cyclone from the north. In addition, gales from 
eastward migrating high-pressure systems can occur during winter. 

Mean annual temperatures vary from 270C at Niuafo’ou and Niuatoputapu to 240C on Tongatapu. 

Diurnal and seasonal variations can be as much as 60C throughout the island group. During the 
hot wet season, the average temperature ranges from 27-290C whereas, during the dry cool 
season, the average temperature ranges from 20-240C.  

Tonga has seen an increasing trend in the occurrence of tropical cyclones and there is evidence 
that the intensity of cyclones has increased since the 1980s. Notable cyclones affecting Tonga 
over the past 40 years include the following: 

• Cyclone Isaac in March 1982 affected Ha’apai and Tongatapu 

• Cyclone Renee in 2010 severely affected Tongatapu, Vava’u and the Ha’apai group 

• Cyclone Cyril swiftly followed by Cyclone Jasmine heavily affected Tongatapu in February 
2012 

• Cyclone Ian caused destruction in the Ha’apai islands in January 2014 

• Cyclone Gita heavily affected Tongatapu in February 2018 

All of these cyclones caused severe damage to crop and food supply, infrastructure, tourism, the 
environment and disrupted essential services and the wellbeing of affected communities for a 
prolonged period of time. 

3.2.4 Scope of Proposed Upgrade Works 

Various upgrade options were evaluated as part of the feasibility studies. Shortlisted options were 
further assessed with key stakeholders during the concept phase of the Detailed Engineering 
Design. The preferred concept option (as at the timing of this report) is illustrated in Error! R
eference source not found.3. The scope of the upgrade works can be divided into offshore 
(marine) and onshore (landside) components, as described below. 

Figure 4 Queen Salote International Wharf (QSIW) 

 
Source: RHDHV 
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Offshore (Marine) Works 

Offshore works generally consist of the following: 

• Demolition and reinstatement of Wharf 1 deck structure 

• New piled mooring dolphin and breasting dolphin to the east of Wharf 1 

• New mooring dolphin and wave barrier between Wharf 1 & 2 

• Southwest extension of Wharf 2 

• New piled mooring dolphin to the southwest of the new Wharf 2 extension 

• Repairs to the existing wharf cope beams 

• Installation of new mooring and fendering hardware 

• Installation of cathodic protection systems 

• Revetment and/or scour protection works 

• Dredging of the seabed at the southwest extension end of Wharf 2. 

The type of structure for the southwest extension of Wharf 2 was selected to be a suspended 
deck on piles. It is anticipated that the structure will be composed of 130 No. steel piles placed in 

a 4m by 4m grid supporting a concrete superstructure made of precast headstocks and slab 
elements. 

It is expected that the marine works will require a crane barge for piling and lifting (with a 100-
200t crane), in addition to a smaller barge for dredging with a long-reach backhoe excavator. 
Dredge spoil material would likely be dried, stored temporarily and used later for another 
reclamation project (i.e. beneficial re-use). 

Onshore (Landside) Works 

The onshore works generally consist of the following: 

• Demolition of existing hardstand areas 

• Earthworks (excavation, grading and compaction) 

• Approximately 20,000 m2 of newly surfaced hardstand areas and internal roadways 

• New drainage and utilities infrastructure (including a new electrical substation, high mast 
lighting and firefighting systems) 

• New fences and security systems 

The new hardstand areas will include a combination of flexible pavement (hot mix asphalt) for 
circulation/access areas and rigid pavement (reinforced concrete slab) for container stacking 
areas. It is expected that the onshore works can be undertaken from land using local materials 
and resources. 

The concrete for the pavement is expected to be produced locally (at an existing plant). The yard 
works will be undertaken using standard concrete and dump trucks for construction of the sub-
base. 

Material Sources 

It is anticipated that limestone aggregate and rock1 will be sourced locally (there is a quarry near 
the airport on Tongatapu). All other materials will likely be imported directly to site including: 

• Steel piles and precast concrete elements for marine works 

• Steel reinforcement and structural steel 

 
1 Local sand can no longer be sourced (since 2006) due to overexploitation which resulted in significant environmental 

impacts. Crushed limestone is now used as a substitute to sand. 
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• Cement, pozzolanic materials and admixtures 

• Electrical equipment, oil traps, lighting poles, reefer gantries, CCTV equipment, firefighting 

equipment and mooring/fendering hardware. 

Locally sourced materials will be used for hardstand surfaces layers (e.g. aggregate for asphalt), 
base material (crushed coral from the local quarry), existing revetment top-up (rock), and in-situ 
concrete (i.e. slab topping and wave barrier). Cement will likely be imported but the concrete will 
be batched locally using local aggregate. 

3.2.5 Indicative Construction Program 

The proposed works are expected to be divided into two construction phases as follows. 

• Phase 1 

o September 2021 to February 2022: mobilization, casting of precast elements 
offshore and preliminary activities on site. Arrival of barges, equipment and 
material by ship. Set-up of the Contractor’s site office and yard. 

o March to September 2022: refurbishment of Wharf 1 slab and installation of piles. 
Barges with piling rigs to drive piles and drill rock sockets 4m into the limestone 
sub-base for approximately 130 piles. Demolition and disposal of 240m3 of 
reinforced concrete. Installation of approximately two drain outlets and oil 
separators. Installation via land crane of 700t of imported precast concrete slab 
elements. Repair of 400m2 of existing deteriorated concrete surface. 

o March to June 2022: construction of the wave barrier. Installation of 2,000m3 of 2t 
local rock. Pouring 500m3 of concrete. 

o July to November 2022: construction of pavement and services over Area 1. 

Installation of 7,500m2 of pavement. Use of 3,000m3 of local crushed coral as 
base material. This would be a shore-based operation using a mobile crane, dump 
trucks and around three gangs of six laborer. 

 

• Phase 2 
o November 2022 to March 2023: construction of new substation, underground fire 

system and pavement over Area 2. Installation of 7,500m2 of pavement and use 
of 3,000 m3 of local crushed coral as base material. Installation of approximately 
two drain outlets and oil separators. This would be a shore-based operation using 
dump trucks and around three gangs of six laborer. Construction of the new 

electricity sub-station will also occur in this phase, to include 100m2 of electrical 
switchgear, a generator and toilets. 

o November 2022 to December 2023: Wharf 2 extension. This activity will occur on 
the back of Wharf 1 upgrade to minimize mobilization. This will include the use of 
a large mobile crane to lift into position 20t imported precast concrete elements. 
This will use a total of 2,500t of precast material and 225m3 of locally derived 
concrete. 

o March to April 2023: switch from existing substation to new substation. Connection 
of the existing site supply to new reefer gantries and six 30m lighting poles. 
Demolition of the existing sub-station building. 
 

• Phase 3 

o January to March 2024: Pavement and services over Area 3. Involving the use of 
1,500m3 of local crushed coral as base material. This would be a shore-based 
operation using dump trucks and around three gangs of six laborer. 

o March to April 2024: Refurbishment of the access road and gatehouse. 
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o May to June 2024: Demobilization and general finishing around the yard and wharf 
structures. 

Including mobilization, the construction phase will have a total duration of approximately 2-3 years, 
assuming working hours will be 8am to 5pm Monday to Saturday. 

The predicted number of workers required is 10 for the marine works and 20 for the onshore 
works, at peak. The numbers of vehicles to be used during construction will vary but is expected 
to be approximately 30-40 per week. 

3.3 Project Preparatory Activities 

Technical assistance (TA) for strengthening domestic transport connectivity in the Pacific are 
being used for project preparation and due diligence. 2 The status of the due diligence is well 
advanced and expected to be completed by June 2020. 

To ensure the project will meet the high readiness criteria before approval, ADB approved a Project 
Readiness Financing (PRF) grant in July 2019 to prepare engineering designs, update due 
diligence, and procurement support.3 A consulting firm (Haskoning DHV Nederland B.V.) was 
recruited under the PRF to undertake these activities. The PRF also supported the strengthening 
of the government’s capacity on project preparation with the establishment in September 2019 of a 
Project Management Unit (PMU) under MOI. Under the PMU, 4 individual national consultants were 
recruited: one project coordinator, two deputy project coordinators and a project account. The PRF 
covered two ensuing projects: the Nuku’alofa Port Upgrade Project and the Fanga’uta Lagoon 

Crossing Project. The latter is proposed for ADB approval in 2021. 

The preparation of the detailed engineering design started in August 2019 and is due for 
completion in November 2020, before project approval. Procurement activities are expected to 
commence in January 2021. 

 
2  ADB. 2017. TA 9331-REG: Technical Assistance for Strengthening Domestic Transport Connectivity in the Pacific. 

Manila. 
3 ADB. 2019. Kingdom of Tonga: Transport Project Development Facility. Manila. 
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4 OPERATING ENVIRONMENT  

4.1 Existing Operating Environment 

This section provides an overview of the operating environment in Tonga, including its legislative 
and regulatory framework, the capacity and capability of the executing/implementing agencies for 
the project, as well as an assessment of external influences and stakeholders. 

4.1.1 Country and Sector Overview 

The scope of this report does not include a Country and Sector Procurement Risk Assessment 

(CSPRA). A CSPRA Report was developed by ADB in January 20174. The contents of that report 
remain valid and the key findings are re-summarized in this section for ease of reference.  

GOT funding of public procurement is estimated as 15% of the annual budget. 5  The most 
applicable sector relevant to this project is Transport, and more specifically Marine Transport, 
which falls under the Marine & Ports Division (MPD) within the Ministry of Infrastructure (MOI). 

The key ministries and organizations influencing procurement in this sector are: 

• Ministry of Finance and National Planning (MFNP)  

• Ministry of Infrastructure (MOI)  

• Ministry for Public Enterprises (MPE) 

• Ministry for Meteorology, Energy, Information, Disaster Management, Climate Change 
and Communications (MEIDCC).   

The most relevant public enterprises (PEs) are: 

• Ports Authority Tonga (PAT) 

• Friendly Islands Shipping Agency (FISA) 

The Ports Authority Tonga (PAT) is the major PE in the Marine Transport sector and was set up 
under the Ports Authority Act 19986. 

4.1.2 Procurement Process 

The governing structure comprises the Executive (Cabinet), Legislature and Judiciary. Following 
the 2006 riots in Nuku’alofa, a reformed constitution was agreed by the Legislative Assembly in 

December 2009 and implemented through legislation passed in April 2010. The new constitution 
considerably reduced the King's power, which was devolved to the Cabinet. Cabinet now answers 
to the Legislative Assembly; however, the King retains the right to veto legislation. 

The Public Procurement Regulations7 (PPR) lays out procurement methods and thresholds for 
Government of Tonga (GOT) procurement. Implementation of the PPR ensure that fair practice 
has been observed and best value for money has been achieved. 

All Ministries, Departments and Agencies of the Government of Tonga are required to undertake 
procurement in accordance with the PPR. Public enterprises and statutory bodies may adopt their 
own rules and procedures which have to remain consistent with the PPR. 

 
4 “Country and Sector Procurement Risk, Draft Assessment Report, Kingdom of Tonga”, Asian Development Bank, 
January 2017 
5 Source: Central Procurement Unit 
6 GOT, Ports Authority Act 1998 
7 GOT, Public Procurement Regulations 2015 
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4.1.3 Procurement Oversight 

The Ministry of Finance and National Planning (MFNP) manages the budgeting and annual 
procurement planning via its Policy and Planning Division and the Procurement Division (PD), 
which contains the Central Procurement Unit (CPU). The PD acts as secretariat to the 
Government Procurement Committee (GPC) which is made up of senior Government officials and 
is chaired by the Ministry of Finance. The CPU manages the tendering process where 
Development Partners (DP) funds are flowing through a government project and government 

documentation is being used. It is not involved if DPs are using their own documents. 

For donor-funded projects, review and vetting of all procurement actions of EAs is undertaken by 
the donor agencies and the Government’s legal department, with support from the project PMU. 
After receiving no objection letter from donor and government, the relevant Implementing Agency 
or Executing Agency signs the contract. 

Figure 5: Tonga Budget Formation and Procurement Process
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4.1.4 Legislation 

Regulations 

There is no Procurement Act in legislation, and the Public Financial Management Act 2002 does 
not cover procurement in any detail. However, the Tonga Public Financial Management Reform 
Roadmap 2014-20198 identified the following issues in relation to procurement: 

• The procurement regulations have been approved and are available on the MFNP website 

• Work has started with the MFNP ICT section to put templates online 

• A procurement plan template has been developed and is now being used 

• A plan has been developed to put all annual procurement plans of the MDAs and awarded 

contracts on the procurement website 

• A procurement capability assessment tool has been developed to evaluate procurement 
staff and staffing levels in line ministries, and identify training needs 

• A Procurement Reform Strategy has been approved and commenced in the 4th quarter 
2013 

Treasury Instructions in 2014 emphasized changes to thresholds and the use of the PPR. These 
regulations first promulgated in 2010 and substantially updated and expanded in 2015. They are 
supported by a detailed Contracting Entity (CA) Procurement Manual 2015 9  and some 
procurement documentation including an Annual Procurement Plan template, and Requests for 
Quotations (RFQs) and Proposals (RFPs). 

 

Legal Framework 

The legal framework was seen as generally non-discriminatory with no procurement registration 
process. The CPU and Ministry of Energy, Information, Disaster Management, Climate Change 
and Communications (MEIDECC) keep lists of information on suppliers. The procurement 
process is seen as transparent. The CPU has a member on Ministry Evaluation Panels and an 
officer is assigned to each ministry.  

However, suppliers found the documents difficult to understand as no training or awareness 
program were performed to facilitate the implementation of the revised framework in 2015. As a 
consequence, some ministries tend to divert from using the framework. 

 

Restrictions and Preferences 

There are generally no restrictions on nationality of bidders and origin of goods. There is a local 
preference policy in the Public Procurement Regulations (PPR) (Sections 43 and 57), which gives 
a 5%-10% weighting to local suppliers on price. It favors bidders who use local labor, and items 
that are produced in Tonga which is to date generally well received and supported by the private 
sector. 

Reportedly, there is a current bill under preparation for the Legislative Assembly proposing 
changes to the existing procurement regulations. More specifically, the bill would require local 

registration for all contracts, which would attract a different tax than overseas contracts. This will 
need to be monitored as it could impact the procurement strategy for this project. 

 

 
8 GOT, Public Financial Management Reform Roadmap 2014-2019 
9 GOT, Contracting Entity Procurement Manual, September 2015 
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Open Competition 

The CPU reviewed the procurement method used from evaluation reports provided by ministries. 
It appeared that direct sourcing was up to 40% of procurement in some ministries. In some 
instances, this practice was justified due to the low number of bidders available and therefore 
direct sourcing was used under the approval from the GPC. However, some ministries used direct 
purchasing by choice. 

4.1.5 Procurement Planning 

Budget Cycle 

The PPR Section 18 (4) states “Annual procurement planning shall be integrated with applicable 
budget processes and submitted to the CEO MFNP” where it is scrutinized by the Budget and 
Corporate Planning Division. The budget is then reviewed and approved by the GOT. The 
procurement planning is directly linked to the budget process. With allocated budget reduced in 
some instances to reflect priorities or policy changes. Additionally, more detailed procurement 
plans were developed following budget allocation to start the procurement process. 

 

Efficiency through Planning 

The responses on efficiency of planning were mixed. Infrastructure projects had 3-year plans and 
a 10-year national plan. Where Development Partner (DP) funding was used the DP conducted 
quarterly reviews of project implementation.  Much of the detailed procurement planning took 
place after the budget was assigned. Costing of projects tended to under budget for operational 

items such as maintenance.  Admittedly, many factors could affect the budget and timeframe for 
projects including availability of materials, and the weather. The private sector respondents 
identified instances of ministry-based ad-hoc procurement.  

 

Complaints and Protest Mechanism 

The PPR, Part 11 sections 73-78, outlines a detailed process for submitting complaints, and 
Schedule 2 outlines the procedures for Complaints Review. The key features of the process are: 

• Complaints before contract award must be sent to the CE, complaints after award of 
contract are sent to the PD. 

• Time limits on making a complaint and CE and PD response times. 

• Appointment of an Independent Expert to review unresolved complaints. 

• Application for review by an Independent Expert. 

• Costs of the Procedure. 

The decision of the Independent Expert is binding on all parties and only subject to appeal to the 
Supreme Court. However, more than 50% of respondents were unaware or vaguely aware of the 
process. This may be partly because there do not appear to be template complaints forms on the 
MFNP website. DPs have their own complaints process included in their bidding documents. 

The GOT is not a signatory to the New York Convention on Arbitration. Tonga legislation states 
that the provision of the United Kingdom’s Arbitration Act 1996 governs arbitration under Tonga's 
Foreign Investment Act 2002. The Convention allows the recognition and enforcement of foreign 
arbitral awards to resolve disputes. The GOT process for complaints goes some way to supporting 
independent arbitration.  
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4.1.6 Organizational and Staff Capacity 

Procurement for Government projects starts with the line Ministry for the particular 
project/business area. The MFNP has ultimate responsibility for procurement. Organizationally, 
ultimate responsibility for MOI is held by the Minister for Infrastructure and Tourism, while there 
is also a Chief Executive Officer (CEO) for Infrastructure. 

MOI has the following primary divisions as illustrated below: 

• Civil Aviation 

• Marine and Ports 

• Land Transport 

• Civil Engineering 

• Building Control Services 

• Planning and Urban Management Agency 

• Corporate Services 

• Policy and Planning 

Figure 6: MOI Organizational Structure (2018-19) 

 

Government is now reforming the whole government structure and has enacted the merger of the 
Ministry of Transport (MOT) and Ministry of Works (MOW) functions into a new Ministry of 
Infrastructure (MOI) as a further means of unifying these Government organizations whose 
functions and responsibilities are alike.  

There are few capable procurement specialists in Government. Resources are already stretched. 
There is a high turnover for skilled specialists (partly driven by compensation offers). interest 
and/or ability to carry out long-term assignments in Tonga is uncertain. 

4.1.7 Central Services Unit (CSU) 

The Government of Tonga recently established a Central Services Unit (CSU) based within the 
Ministry of Finance (MOF). The CSU is funded by the World Bank and the Australian Department 

of Foreign Affairs and Trade (DFAT).  The CSU was established to rectify issues that had been 
hindering the delivery of projects funded by the World Bank in Tonga. 
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The CSU provides services related to project preparation, implementation and capacity building. 
The CSU has overall oversight of all World Bank financed projects, helping the MOF keep track 
of implementation status and dealing with cross-departmental issues. 

The CSU has experts who provide advice on procurement, financial management, safeguards, 
project monitoring and evaluation as well as contract management. Currently, the CSU has no 
line management responsibility or approval authority which somewhat limits its abilities. The CSU 
provides oversight to World Bank projects, but there is an opportunity to explore accessing the 

services provided by the CSU to further support the PMU. 

4.1.8 Procurement Practices and Information Management 

While there is not an established National procurement development program there has been 
some training for Procurement Officers in Tonga. The CPU organized the University of the South 
Pacific (Fiji) to conduct a course for 14 procurement officers in 2016. ADB and WB have provided 
some project base training, some of it on-line and certified. The United Nations Development 
Program (UNDP) have provided some training via the Chartered Institute of Procurement & 
Supply.  

Procurement notices and award details are posted on the Government’s website (www.gov.to) 
and also posted on the Government’s social media platforms: 

• Facebook: www.facebook.com/TongaGovtPortal/  

• Twitter: @tongaportal 

Tenders are also published on MOF’s website (www.finance.gov.to/tender).  

4.1.9 Relevant Project Experience in donor funded projects 

It is common practice with donor-funded projects for a Project Management Unit (PMU) to be 
established, funded by the donor agency, to provide independent support with the management, 
procurement and delivery of projects.  

Vetting of procurement contracts is undertaken by the donor agencies and the Government’s legal 

department, with support from the project PMU. If a Letter of No Objection is received from 
Government, then the relevant Implementing Agency or Executing Agency signs the contract. 

Following are recent donor projects where the MFNP has been the EA in Tonga: 

• G0264/G0265-TON: Nuku’alofa Urban Development Sector Project (NUDSP) 

• G0347/ G0348/ G0444/ G0445/ G0446/ G0528/ L3509/ G0586/ G0587/ G0588-TON: 
Outer Island Renewable Energy Project 

• G0558-TON: Pacific Disaster Resilience Program 

• G0378-TON: Climate Resilience Sector Project 

• G0389/G0390-TON: Cyclone Ian Recovery Project 

• G0575-TON: Cyclone Gita Recovery Project 

• G0624-TON: Systems Strengthening for Effective Coverage of New Vaccines in the 
Pacific Project 

• G0640/G0641/G0642-TON: Renewable Energy Project 

Additional there is three projects for which MOI was the IA in addition to MFNP been the EA: 

• G0108-TON: Integrated Urban Development Sector Project 

• G0378- TON: Climate Resilience Sector Project 

• G0389/G0390-TON: Cyclone Ian Recovery Project 

http://www.gov.to/
http://www.facebook.com/TongaGovtPortal/
http://www.finance.gov.to/tender
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The Integrated Urban Development Sector Project closed in February 2015.10  One case of 
misprocurement occurred in the early stage of project implementation for the civil works under 
road package. Procurement was carried out following ICB procedures and the contract was 
eventually awarded to the lowest evaluated bidder. However, inconsistencies were discovered 
with the bid security. ADB declared misprocurement but agreed that the contract could be re-
tendered. This highlights the importance of providing procurement support and oversight to all 
procurement activities. In addition, World Bank supported the improvement in Tonga under the 

Pacific Aviation Investment and Pacific Resilience Programs. In terms of procurement, the main 
lessons learned were: 

• Early sounding of the market and contingencies in the budget should be applied to mitigate 
risk of re-tendering due to inadequate budget and timing expectation included in the 
bidding documents. 

• Measures to expedite procurement and technical decision-making and reduce delays 

should be introduced. Protracted procurement decision-making, through a tiered structure, 
contributes to procurement delays. Close guidance for the Bank is required.   

• National contractors do not have the capacity to handle multiple contracts simultaneously. 
Works often have short contract periods which results in contract extensions and cost 
overruns. Work package should be consolidated to expedite implementation, increase 
international competition, and keep within the project timeframe and budget.  

• Delays in the procurement of goods and equipment result primarily from shortcomings in 

the issued bidding documents, particularly in the specifications and delivery requirements. 
Goods and equipment are not locally manufactured in Tonga requiring more time in term 
of delivery periods due variable shipping schedules and inclement weather conditions. 
Involvement of international experts is required to produce technical bidding 
documentation. Adequate timing for delivery of goods and contingencies should be 
included on the project delivery program. 

4.1.10 Forecast Project Workload 

ADB’s Pacific Approach, 2016– 2020, which serves as the country partnership strategy for Tonga, 
has at its core the promotion of sustainable, inclusive economic growth and social development. 
ADB has approved scaling up country allocations for small island states, including Tonga, for 
2019 and 2020. 

The bank’s operational program for 2019–2021 has a significant focus on infrastructure that will 

reduce the costs of key services and improve overall productivity, with major investments planned 
in energy, information and communication technology, transport, and water and urban 
infrastructure. These investments are in line with the Tonga Strategic Development Framework 
II, 2015–2025 and the government’s National Infrastructure Investment Plan, 2013–2023. 

There has also been discussion of a major road works program (indicatively valued at USD 45 
million) 

The above indicates an increasing workload in terms of procurement which the Government of 
Tonga will find challenging to cope with. 

 
10 ADB. 2015. Project Completion Report: Tonga: Integrated Urban Development Sector Project. Manila. 
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4.2 Borrower capacity and capability assessment 

The following SWOT analysis summarizes the Borrower (MOI) capacity: 

Table 3 SWOT Analysis 

Strengths Weaknesses 

• There are existing and well-developed Public 
Procurement Regulations in place which set a 

good standard of practice for project 
procurement 

• Experience procuring previous projects within 
GoT in partnership with donor agencies, 
including the Domestic Terminal project, 

which also helps for the preparation of cost 
estimates 

• Limited capacity and capability within GoT 

and MOI to undertake procurement activities 
and oversight project implementation. 

Opportunities Threats 

• There may be an opportunity for ADB to seek 
support from the CSU 

• There is time for ADB to potentially procure 
additional support for project support and 

procurement planning 

• Additional projects in the pipeline will add 
further burden to Government capacity and 
capability, increasing the procurement risks 
for this project 

4.3 Support Requirements 

Based on that above capacity and capability assessment and SWOT, the following support 
requirements are needed for the successful implementation of the project: 

• A construction supervision consultant with international expertise is required to supervise 
civil works and project implementation. 

• Consulting support of international expertise is required in all procurement activities. 

• The establishment of a dedicated PMU is required to provide an additional support to the 
EA and IA and an independent review and oversight to the project throughout its 
implementation. The established PMU with a team of 3 individual consultants (Project 
Coordinator, Technical Contract Manager and Project Accountant) will assist the MOI to 
manage the contracts of construction supervision consultant and the contractor and also 

timely advise MOI and ADB on day-to-day technical and contractual matters affecting 
project implementation. An Independent Review Consultant (to be supported from the TA) 
will review the project performance, provide an assessment independent to the 
construction supervision consultant and allow the early identification of issues that may 
arise in the execution of the civil works contract 

• All procurement packages are required to be subject to prior review by ADB in accordance 
with the ADB Procurement Policy. 

4.4 External Influences Analysis 

4.4.1 Governance 

4.4.1.1 Government Stability and Social Unrest 

The Tongan government is generally stable since November 2006 where riots erupted in 
Nuku'alofa after a pro-democracy march ended outside parliament and a crowd of 2,000-3,000 
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rampaged through town. 80% of the Central Business District of Nuku'alofa was burned down 
with six people died and millions of Pa'anga damage. 

Additionally, there is regular restructure in the ministries and departments which could impact 
projects as ownership can become unclear. Whilst any changes could cause some administrative 
inconveniences, it would not be expected to adversely impact the project. 

4.4.1.2 Government Corruption 

The MFNP has an internal audit function and reviews budgets and procurement plans. The MPE 

reviews corporate plans and progress reports from PEs. The OAG conducts financial audits on 
all ministries and PEs, and some compliance and performance audits. Compliance audits 
specifically review the procurement planning to budget link. The OAG has conducted performance 
audits on some road projects. It is involved in a Cooperative Compliance Audit of the public 
procurement system, for the Pacific Association of Supreme Audit Institutions and the 
International Organization of Supreme Audit Institutions, which should enhance its expertise in 
this area. 

4.4.1.3 Ethics and Anticorruption Measures 

The Public Sector Act 200311 set up the office of the Public Service Commissioner (PSC) and 
contains a Code of Conduct in Part V. A Grievance and Disputes Procedure and a Disciplinary 
Procedure support it.12 

All three documents have been amended at various times. The PPR has sections on Debriefing 

of Bidders (64) and Conduct of Procurement Officers (67), and members of the Evaluation 
Committees signing a declaration of impartiality and confidentiality (10).  

The Public Service Commissioner (PSC) has powers, and recently appointed officers, to 
investigate issues related to ethical behavior. The PPR has sections on the conditions for 
debarment and the process by which it is applied. 

The Anticorruption Act 200713 included the appointment of an Anticorruption Commission (AC) 
with wide powers to investigate. The AC would have a degree of independence in reporting on 
issues as follows: 

• If the AC was not satisfied with the action taken on a matter it can report to the Minister, 

and then Prime Minister if the AC was not satisfied with the action taken. 

• Report directly to the Speaker of the Legislative Assembly on decisions to investigate an 
incidence. 

• Annually report on its activities directly to Parliament. 

However, an AC is yet to be appointed, despite some recent efforts to do so. Two previous 
administrations failed to make an appointment. Many respondents, without naming specific 
instances, alleged that there was a degree of conflict of interest and other corrupt dealings in 

public procurement. Respondent scoring at both the country and sector levels varied widely on 
this issue. They saw the appointment and resourcing of an AC as long overdue.  This view is 
shared by external anticorruption organizations such as Transparency International14 who last 

 
11 GOT, Public Sector Act, 2002 (Amended 6 times, latest 2016 to accommodate planned appointment of Anticorruption 

Commissioner) 
12 Both procedures amended in 2010  
13 GOT, Anticorruption Act 2007 

14 Source: http://www.transparency.org/files/content/corruptionqas/Overview_of_corruption_and_anti-  

corruption_in_Tonga.pdf, 2013 

http://www.transparency.org/files/content/corruptionqas/Overview_of_corruption_and_anti-corruption_in_Tonga.pdf
http://www.transparency.org/files/content/corruptionqas/Overview_of_corruption_and_anti-corruption_in_Tonga.pdf
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ranked Tonga 95 out of 175 countries in 2011, compared with Samoa and Fiji at 55. A former 
Attorney General of Tonga allegedly resigned, as he saw his position as untenable given his 
perceptions of the level of corruption. The Ombudsman has investigated four cases of alleged 
corruption in the last two years. The Chair of the Standing Committee on Anticorruption (August 
2016) was of the opinion that the GOT needed to show “will power” on this issue. 

4.4.2 Economic 

The following economic impacts will need to be considered for the project: 

• Economic growth/contraction and inflation 

• Exchange rate volatility and currency devaluation 

• Impacts on commodity pricing 

• Impacts on employment and labor supply 

• Payment surety 

Tonga has a small open economy which is vulnerable to external developments and has 
experience procuring previous projects within GoT in partnership with donor agencies, including 
the Domestic Terminal project, which also helps for the preparation of cost estimates a modest 
economic growth.  

The Tongan economy is primarily supported by foreign monies. According to the Department of 

Foreign Affairs and Trade (DFAT), the Tongan economy relies heavily on foreign aid and 
remittances from Tongans working overseas. The foreign development assistance is comprised 
of loans, grants and direct aid. Remittances come primarily from Tongans working in the United 
States, New Zealand and Australia. Another source of economic growth for Tonga is construction 
and infrastructure projects funded by donor grants and soft loans. 

The Australian Agency for International Development (AusAID) identifies Tonga’s key 
development challenges as increasing levels of debt, declining quality of education, rising levels 
of non-communicable disease such as diabetes and heart disease, and limited employment 
opportunities. In addition to ongoing issues and the global financial crisis, Tonga has also had to 
respond to the challenges of the 2009 tsunami and the sinking of the MV Princess Ashika. 

The Ministry of Finance prepares the Government’s annual budget prior to June every year.  
That budget is for the ensuing period of July to June.  The budget contains a plan for known 

projects that will be procured in that period.  Various publications on the budget, financial 
statements, economy, strategies and plans are available online (www.finance.gov.to). Notable 
details from the 2019-20 Budget Statement are: 

• National budget is TOP 599.3 million (approx. USD 261 million) 

• Reportedly, only 51% of the budget is financed by the GoT itself 

According to the 2019-20 Budget Statement: 

The global economy continues to pose risk for the domestic outlook, with uncertainty across both 
advanced and emerging market economies. It imposes threats to a stable external financial flow 
through reduction of remittances, foreign aid and tourism. Domestic risks remain as key 
challenges to our forecast and economic growth include high vulnerability to changes in the 
weather conditions and natural disaster; increase in financing needs and fiscal sustainability; NCD 
remains a high risk in terms of shorter life expectancy of the population, decline in productivity 
and high cost to government in terms of treatments. The acceleration in credit growth could create 
risks to stability of the financial sector over the medium term although the banking sector is well 
capitalized and NPL is low. 

http://www.finance.gov.to/
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4.4.3 Sustainability 

4.4.3.1 Natural Disaster, Environmental and working conditions 

Tonga is one of the world’s most at risk countries to the adverse impacts of climate change 
including sea level rise, tropical cyclones, tsunamis, and changing rainfall patterns. Nuku’alofa is 
at risk from climate threats, particularly rising sea levels, wave climate/exposure and extreme 
rainfall events. The evaluation of risks undertaken in the CRVA/DRA, identified the following high 
and extreme risks to the project: 

• High sea-level and storm surge resulting in ship motion causing safety concerns to 
workers and inundation of container yard and access road. 

• High cyclonic wind, storm surge and waves cause damages to structures and cargo.  

• Earthquakes resulting in damage to structures; instability of slopes, liquefaction, 

settlements, compaction of fill, ground crack, lateral spreading.  

• Tsunami resulting in Inundation of port land and significant waves forces on structures. 

Additionally, an environmental and safety audit undertaken as part of IEE, revealed that the 
facilities operations and maintenance fall short of internationally recognized good environmental 
practice in a number of areas. Following the death of port worker in 2018, audits highlighted some 
significant issues within the port regarding operations, infrastructures and implementation of 
relevant policies. 

4.4.3.2 Availability and Use of Information and IT 

Procurement information is readily available via local and international websites, newspapers and 

the radio. The MFNP website (www.mfnp.gov.to) has a section on procurement containing: 

• Public Procurement Regulations and Contracting Entity Procurement Manual, and 
procurement template forms including RFQs, Project Information Document, and Project 
Proposal  

• Current Tenders and Procurement Notices 

• Tenders Awarded 

• Supplier log on 

DP funded projects were also advertised on international websites.  All respondents saw 
information as being readily available. It is noted that local IT capability (e.g. internet) is limited 
and web sites are generally not well maintained. 

4.4.3.3 Technological Advancement 

The passage of the first Communications Act liberalized Tonga’s telecommunications sector in 
2002. The market now comprises two full-service operators: the state-owned Tonga 

Communications Corporation (TCC) and privately-owned Digicel Tonga.  

A small number of internet services providers (ISPs) also entered the market. In 2009, the Ministry 
of Information and Communications (MIC) was established with a mandate to oversee telecom 
regulation and information and communication technologies (ICT) policy.  

The landing of the first submarine cable in August 2013 improved Tonga’s digital connectivity 
significantly over the past five years. The cable connects the main island of Tongatapu to Suva, 
Fiji while an additional domestic optical fiber link to the islands of Vava’u and Ha’apai became 
ready for service in March 2018. In 2019, the cable was accidentally severed resulting in complete 
black-out in the country until a temporary satellite dish was installed and the cable repaired.  

http://www.mfnp.gov.to/
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Mobile phone penetration now exceeds 95 percent of the population up from just 54.6 percent in 
2013. 3G services were launched in 2013, and more than 50 percent of the population is now 
able to access 3G mobile broadband services. Fixed broadband access remains relatively low at 
around 1.5 percent of the population. The Tonga Internet Exchange Point was completed in 
August 2018, which has provided a great improvement in local Internet performance and use of 
available submarine capacity. 

The Government has taken some steps to develop digital government. A Cabinet Subcommittee 

on E-Government was established in 2017. MEIDECC has set up an E-Government unit and 
invested in a containerized data center and government network infrastructure through a five-year 
contract with Tonga Communications Corporation. All ministries in Nuku'alofa are now connected 
to the Internet and nearly all Tonga government agencies in Nuku‘alofa are connected to the 
government secure network with 8 agencies awaiting installation. A holistic “all of government” 
approach is envisaged, going forward. A Ministerial-level Sector Based Project Steering 
Committee has been established to oversee digital government development, as per Cabinet 
Decision 822/Sept 21, 2019; it is chaired by the Minister of Finance and the Deputy Prime Minister. 
The new Committee’s members are the ministers for MEIDECC, Trade and Economic 
Development, Public Enterprises, Health, and Justice 

Despite some progress, more efforts are required to strengthen the whole of government 
approach to digital government, establish the critical foundations and platforms and to deliver 

prioritized digital services to citizens and residents. Government process mapping and enterprise 
architecture have yet to be developed. Most government transactional services, for example, 
obtaining birth, marriage and death certificates, are still manual and paper based.  

Some work has been undertaken to digitize internal government document flows, but there is no 
standard document management system nor standard government email, and the development 
of information systems has so far been fragmented at the ministry/agency levels. Further, while 
most ministries have a website, there is no common standard, nor are data management or data 
protection standards in place. Some online services, for example, business registration, customs 
and tax payments have been developed, but remain in early stages of development and issues 
have been reported such as with online payments and data generation capabilities. 

4.4.3.4 Access and use of e-procurement systems 

International assessments15 have shown that the introduction of e-Procurement Systems is one 

of the most effective tools in modernizing procurement in both the public and private sectors. The 
ADB has been a strong supporter of using e-procurement systems. 

The MFNP website has a procurement section covering legislation, procedures and manuals, 
templates and information on tenders advertised and awarded. This system does not have e-
Procurement system capabilities of extensive upload and download of documents and bids, 
process management, procurement codes, and a relational database for market analysis and 
reporting on procurement performance. Tonga may benefit from considering the e-Procurement 
System ‘In-tend’ being offered via the ADB Asia Pacific Public Electronic Procurement Network.16 
This could lead to the full implementation of an e-procurement system with its benefits of 
increased transparency, improved process efficiency, and better access to data allowing 
improved participation and better procurement cycle management. E-Procurement systems have 
proved to be the single most effective change to supporting procurement modernization and 

reduce the cost of tendering for both government and suppliers. 

 
15  International Survey e-Procurement Systems, ADB, WB, IADB, November 2007 
16 https://in-tendhost.co.uk/adbprocurementnetwork/aspx/Home  

https://in-tendhost.co.uk/adbprocurementnetwork/aspx/Home
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4.5 Stakeholder Analysis 

There are a number of stakeholders that will need to be considered when procuring the QSIW 
project. This section outlines the expected stakeholders that will have varying degrees of influence 
an impact on the project. A stakeholder is defined as anyone who (currently or in the future): 

• has an influence on the Upgrade Project (including its process and outcomes) 

• has a meaningful interest in the Upgrade Project 

• would be directly or indirectly impacted (positively or negatively) by the Upgrade Project 

4.5.1 Stakeholder Identification 

A range of key stakeholders have been identified as having an interest in and influence over the 
Upgrade Project during the planning, approval and design phases, including:  

• Customs. 

• Climate Resilience Project. 

• Energy companies, such as Total, Pacific Energy and Tonga Gas. 

• Exporters (squash). 

• Fishing businesses. 

• Freight forwarding companies. 

• Importers (cars, cement, etc.). 

• Local businesses/microbusinesses (e.g. handicrafts). 

• Pacific Women in Maritime Association (PACWIMA). 

• Royal Australian Navy (RAN). 

• Shipping agencies. 

• Shipping companies. 

• Stevedores. 

• The Ministry of Agriculture, Food, Forestry and Fisheries (MAFFF). 

• The Ministry of Finance and National Planning (MFNP). 

• The Ministry of Fisheries (MOF). 

• The Ministry for Infrastructure (MOI) – the Project’s Implementing Authority. 

• The Ministry of Land and Natural Resources (MLNR). 

• The Ministry of Meteorology, Energy, Information, Disaster Management, Environment, 

Climate Change and Communications (MEIDECC). 

• The Ministry of Public Enterprises (MPE). 

• The Ministry of Revenue and Customs (MORC). 

• The Ministry of Tourism (MOT). 

• The Port Authority Tonga (PAT). 

• Tongan Defence Services (TDS). 

• Tongan Police Force. 

• Truck operators. 

• Whale watch and swim companies. 

• The local community and the broader community will be kept informed and consulted 
along the Project development. 

4.5.2 Stakeholder Mapping 

The above identified stakeholders are mapped according to (i) the power and influence over the 
project and (ii) the interest in the project. The stakeholder mapping is shown in the table below. 
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Table 4: Stakeholder mapping 
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Project’s Implementing agency. 

Customs 

The Port Authority Tonga (PAT). 
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Climate Resilience Project 

Local businesses/microbusinesses (e.g. 

handicrafts). 

Pacific Women in Maritime Association (PACWIMA). 

Whale watch and swim companies. 

Truck operators 

Tongan Police Force. 

The local community and the broader community 

The Ministry of Agriculture, Food, Forestry and 

Fisheries (MAFFF). 

The Ministry of Tourism (MOT). 

 

Energy companies, such as Total, 

Shipping agencies. 

Shipping companies. 

Stevedores. 

The Ministry of Fisheries (MOF) 

The Ministry of Revenue and Customs (MORC). 

 

  Low High                                                        
   
  Interest in the Project 

4.5.3 Stakeholder Communication Plan 

A stakeholder communication plan has been developed for the project. The Communication 
Strategy and Participation Plan aims to: 

• Ensure that the public and stakeholders have an opportunity to comment on the options 
for the Upgrade Project (to be developed as part of the feasibility study) and the Project 
proposals, and that any feedback is used to inform the decision-making process. 

• Make sure that the consultation is inclusive and provides opportunities for the involvement 

by a diverse range of stakeholders and the public. 

• Incorporate the public and stakeholders “voice” into the project preparation stage. 

• Ensure a high level of awareness and understanding of the proposed project. 

• Ensure that all steps are taken to maintain public confidence in the process and in the 

future shape of services. 

• Meet statutory and policy requirements around consultation. 

A Stakeholder Communications Strategy, as part of the project documentation (prepared as 
separate project document) has been prepared. The intent of the strategy is to build trust with 
stakeholders and within the local community and to address any issues as they are raised. 
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To reach all stakeholders, the strategy includes: 

• Details on the need for the Upgrade Project.  

• The preferred option(s) and its potential impacts (positive and negative).  

• Details on poverty targeting and intervention, including the potential beneficiaries. 

• Details on improvement proposals (e.g. in welfare and H&S) and adherence to core labour 
standards. 

• Details on the key gender issues, including raising awareness on the spread of 

communicable diseases and drugs. 

• Details on proposed environmental safeguards. 

• Next steps. 

In addition, the Government of Tonga has established the Technical Working Group, as the 

project steering committee, to lead and oversee project implementation with representatives of 
relevant line ministries and public and private agencies. The Technical Working Group discusses, 
reviews, and provides guidance on project implementation issues. In addition, a sector-based 
steering committee and the Cabinet Development Coordination Committee will provide 
oversight to project implementation. 
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5 MARKET ANALYSIS 

5.1 Introduction 

An appreciation of the Tongan Market in relation to goods, works and services is important for the 
QSIW project. 

• Goods: objects of every kind and description, including commodities, raw materials, 

products and equipment and objects in solid, liquid or gaseous form as well as services 
incidental to the supply of goods, if the value of these incidental services does not exceed 
that of the goods themselves 

• Works: all works associated with the construction, reconstruction, demolition, repair, 
maintenance or renovation of a building or structure, or any construction works such as 
railways, roads, highways, site preparation, excavation, installation of equipment and 
materials, decoration, as well as physical services incidental to works, if the value of those 
services does not exceed that of the works themselves 

• Services:  

o Consultancy services: Intellectual and/or professional services and assignments 
performed by consultants with outputs of advisory, design and transfer of know-
how. For example, services as provided by legal, accounting, design or other 
specialists who produce specialized reports (Outputs) or provide advisory inputs 
such as procurement advisory services (inputs) 

o Non-consultancy, namely physical services, or other labor, time or effort; stand-
alone service type contracts (such as security services, catering services and 
geological services).  

5.2 Supplier Market Profile 

For some suppliers, company information (headcount, financial information, equipment, etc.) is 
readily available, but for some it is not available in adequate details. However, the following 
sections provide an overall summary of the Tongan market. 

5.2.1 Domestic (Tonga) 

The private sector is seen as somewhat organized but with weak capacity and competition in 
some areas. There is limited local supplier availability and competition in the areas of water plant, 
technical services and supplies.  

There are sufficient bidders in the areas of civil works, hardware, education services and general 
goods.  There was not a clear formal process for consulting with GOT on issues that affect the 
private sector such as price controls, supply of materials and maintenance of government facilities.  

While recognizing the private sector capacity limitations in small isolated economies, the lack of 
a developed private sector is partly symptomatic of not having a formal policy on Small to Medium 

Enterprise (SME) development and participation in public procurement. SMEs often make up over 
90% of businesses and employ 70% of the workforce in developing countries.  

MOI routinely undertakes due diligence on the domestic supplier market in terms of capability and 
financial capacity. Typically seek financial capacity of 2-5 times the contract value.  There are 
only about 10 contractors in Tonga, and likely only 3-4 that would meet the minimum requirements 
for this project.   
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The local construction industry is somewhat limited, and it is expected that local involvement will 
be minor. Some of the local workforce has spent time working overseas (e.g. Australia and NZ) 
so there is some international experience and know-how. 

5.2.1.1 Construction Contractors 

The table below lists domestic construction contractors which may have some capabilities to 
support the project. 

Table 5: Potential Domestic Construction Contractors 
Contractor 

Name 

Headquart

ers 

Base Location in 

Tonga 
Relevant Services Gross Turnover Employees 

Puloka 
Construction 

Tonga Nuku’alofa, Tongatapu Building and construction works 
Up to 10 Million 
TOP 

Up to 50 

Five Star 
Construction 

Tonga Nuku’alofa, Tongatapu 
Building construction and road 
works 

Up to 10 Million 
TOP 

Up to 50 

Fletcher 
Construction 

New 
Zealand 

Nuku’alofa, Tongatapu 

General construction, wharves, 

airport infrastructure, buildings, 
earthworks, water and sanitation 

> 20 Million TOP Over 50 

Oregon Pacific 
International 

Co.* 

Tonga Tongatapu Commercial construction Unknown Unknown 

Ca’Bella Pacific 
Construction 
(Tonga) Ltd 

Samoa Nuku’alofa, Tongatapu 
Buildings, earthworks, sea walls, 
boat jetties, water and sanitation, 
renovations. 

> 10 Million TOP Up to 50 

Kiwi Tonga Ltd 
New 
Zealand 

Nuku’alofa, Tongatapu 
Buildings, commercial. Roads. 
Maintenance, water and 

sanitation. 

Up to 5 Million 
TOP 

Under 10 

Dexing 
Construction & 
Hardware Ltd 

Tonga Nuku’alofa, Tongatapu 
[Limited information available 

online] 
Unknown Unknown 

China Civil 

Engineering 
Construction 
Company 
(CCECC) South 

Pacific Co. Ltd.* 

China Nuku’alofa, Tongatapu 
General construction, buildings, 
roads construction, water and 

sanitation. 

> 20 Million TOP Over 50 

Yanjiang Group China Nuku’alofa, Tongatapu 
Road construction and 
maintenance 

Up to 5 Million 
TOP 

Up to 25 

Luna Eva & 
Sons 

Tonga Nuku’alofa, Tongatapu 
Quarry, Road construction and 
maintenance 

> 20 Million TOP Up to 50 

B.B. 
Construction 

Ltd. 

Tonga Nuku’alofa, Tongatapu 
Civil construction, Buildings, 
earthworks, roads/drainage, 

water and sanitation. 

Up to 5 Million 
TOP 

Under 10 

SFL Group 
New 
Zealand 

Nukunuku, Tongatapu Civil construction 
Up to 5 Million 
TOP 

Over 50 

To’a Civil & 
Road 

Contractors 
 

Tonga Talasiu, Tongatapu 
Road construction and 

maintenance, civil works 

Up to 5 Million 

TOP 
Up to 25 

‘Ofa 
Construction 

Tonga Nuku’alofa, Tongatapu 
Building construction and 
maintenance 

Up to 10 Million 
TOP 

Up to 25 

*Oregon Pacific sanctioned by WB from August 2016 until August 2020. 

**CCECC South Pacific was debarred by WB from June 2019 until March 2020. 

5.2.1.2 Hardware Suppliers 

A list of domestic hardware suppliers is provided in Table 6, below. 
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Table 6: Potential Domestic Hardware Suppliers 
Hardware Supplies Location Relevant Services 

Pacific Timber and 
Hardware 

Nuku’alofa, Tongatapu Building and hardware supplies 

EM Jones Hardware Nuku’alofa, Tongatapu 
Building and hardware supplies 
www.habs.com.to  

Luna Eva Enterprises Nuku’alofa, Tongatapu www.lunaeva.to  

5.2.1.3 Quarries 

All the limestone quarried in Tonga is used for constructional purposes, for roadstone, concreting 
aggregate (chippings or limestone “dust’) and as riprap (large blocks) in foreshore construction 
and port development. Demand for aggregate peak (up to 20,000 tonnes per year) with major 
road construction programs (Airport upgrade and TCRA) which are all been or about to be 
completed. Demand has since significantly reduced and is confined to ongoing road maintenance 

with an annual requirement of less than 5,000 tonnes. The aggregate used for the project will be 
mostly under the form of insitu concrete which will not represent a large portion of the concrete 
used for the project (around 30%). 

Tongatapu has several quarries which are either currently active or have previously been used 
as a source of aggregate.  Ahononou Quarry (Figure 2.5), located 6 km south west of Fua’amotu 
Airport, is the main source of material for recent project on Tongatapu and was used in the 
Fua’amotu runway construction, extension and resurfacing Projects.  According to MOI the 
material from ‘Ahononou Quarry meets the minimum standards for chip seal roadworks.  
‘Ahononou Quarry has the necessary environmental permits to operate having recently prepared 
an EIA for their activities. A discussion with the Quarry owner indicates there are considerable 
reserves of material available. Aho’nonou quarry has the largest daily capacity of 300m3 and is 
able to produce large rip-rap rock up to 2.0t for construction of rock revetment as used for the 

construction of the Domestic Terminal by TOA in 2018.  

The capacity of the main quarries in Tongatapu are: 

Table 7: Domestic Quarry Operators 

Quarry Operator Location Daily capacity 

Malapo Quarry Pelehake 100m3/day 

Kelesi Quarry Pelehake Unknown 

Royco Amalgamated 

Company Ltd 
Tokomololo 50m3/day 

Lida Quarry Pelehake Unknown 

Nishi Quarry Pili and ‘Utulau 150m3/day 

Cabella Quarry Tokomololo Unknown 

Aho’nonou Quarry Fua’amotu 300m3/day 

First Choice Quarry Pelehake Unknown 

Ca’Bella Pacific Tongatapu Unknown 

 
  

http://www.habs.com.to/
http://www.lunaeva.to/
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From the Tonga Aviation Investment Project (World Bank funded Project), coral aggregates were 
taken from various quarry sites. Testing of the samples confirms that the overall poor quality of 
the aggregates and concluded that Ahononu have the best mechanical characteristics and was 
selected as the preferred material source for the Fua’amotu runway works for asphaltic and base-
course. Use of this aggregate for marine works is not recommended due to their high-porosity 
and water absorption which increase chloride ingress when used in concrete. 

There is 4 ready mix batching plant in Tongatapu: 

• Royco readymix  

• Malapo ready mix (Luna’eva Enterprise) 

• Chinese Ready Mix 

• Cabella Pacific Ready mix.  

All the plants are using local coral aggregates from the quarries mentioned above. Use of sand 
has been prohibited in Tonga due to environmental impact generated by previous infrastructure 
projects. Instead “crusher dust” which is basically finely crushed limestone, is used in the concrete 
mix. The production of ready mix-concrete is based on basic operations with minimal HSE and 
quality process implemented. In addition, the use of local limestone aggregate (porous and high 
chloride content) impair the durability performance of the concrete in marine conditions. This leads 
to a preference for the use of imported precast concrete elements for the project in particular for 
elements of the marine structures. 

However, some insitu concrete will be still required for components of the yard (pavement, 

buildings) but in small portion than imported precast concrete elements. Interview with local 
concrete suppliers, highlighted that despite the simplicity of their plant, production capacity is 
around 200-300m3 per day which will be sufficient for the project (around 3,000m3 over 18 month).  

5.2.2 International 

International contractors with relevant capabilities and past experience for similar works and 
geographies (particularly Tonga) are listed in the table below. 

Table 8: Potential International Construction Contractors 
Contractor Name Base Location Relevant Services Relevant Experience 

Hall Contracting 
Queensland, Australia 
(Has a fabrication yard in 

Samoa) 

Dredging, breakwaters, 
marine construction 

Marine works throughout the 
Pacific 

Golding Australia 
Civil and maritime 
construction 

Vanuatu, PNG 

Fletcher  
New Zealand (offices in 
Tonga, xyz) 

Civil and maritime 
construction 

Airport tower (Tonga), Vuna 
Wharf (Tonga) 

Reeves International Pty Ltd 
www.reevesint.com  

Victoria, Australia 
Construction and 
construction management 

Solomon Islands, Tuvalu, 
PNG, Kiribati, Tonga 

McConnell Dowell 
Constructors 

Auckland, New Zealand 
Marine structures and civil 
construction 

Marine works throughout the 
Pacific 

Hawkins Infrastructure New Zealand Civil and marine construction PNG, Vanuatu 

Pacific Marine and Civil 

Solutions 
Fiji 

Civil and marine, barges, 

tugs 

Channel excavation in 
Tuvalu, jetties and dredging 

in Cook Islands, wharves 
and coastal bridges in Fiji 

Downer New Zealand 
Civil and marine works, 
piling 

PNG, Vanuatu, Samoa, Fiji 

Waterworks Group 
(incorporates Smithbridge) 

Australia (offices in Guam, 
PNG, New Caledonia and 
New Zealand) 

Maritime and bridge 
construction 

Marine works throughout the 
Pacific 

http://www.reevesint.com/
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China Harbour Engineering 
Company (CHEC) 

China (offices in PNG) 
Civil and marine works, 
piling, dredging 

Marine works throughout the 
Pacific 

China Civil Engineering 
Construction Corporation / 

CRRC Harbour and Channel 
Engineering Bureau JV 

China (offices in Tonga, 

PNG) 

Civil and marine works, 

piling, dredging 

Marine works throughout the 

Pacific 

Brady Marine & Civil Brisbane, Australia Marine and civil construction Unknown 

Cruz Holdings Fiji / Solomon Islands 
Barges, support vessels, 
channel dredging 

Funafuti beach 
replenishment 

TOA Construction Japan Port and marine construction 
Tonga (Domestic Wharf 
upgrades), Vanuatu, 
Solomon Islands, Kiribati 

 

Due to the relatively low value of the project, it is unlikely to be economical for international 
contractors to set up local fabrication yards. Rather, contractors would likely consider fabrication 
overseas and shipping directly to site as break-bulk (potentially with the crane barge or piling 
barge), or otherwise in containers. A lot more time would be required to fabricate locally, which 
also increases exposure to weather and resulting downtime. 

As the size (and mass) of the prefabricated elements increases, so does the size of the barge. 
The larger barges will come from international ports and will be costlier to mobilize (hundreds of 
thousands of USD). 

There are also potential tax incentives (25-30%) with import materials compared to local materials. 

Since this project will be funded by ADB, the Government has confirmed that will finance taxes 
and duties from its own resources in accordance with its regulations and the agreement between 
the Government of Tonga and ADB. 

5.3 Porter’s Five Forces Analysis 

Force Power Factor 

Competitive Rivalry High Since there are several contractors in the international market from 
various countries like New Zealand, Australia, China, Fiji, Japan, PNG 
etc.to bid for the single large civil works package ($34 million) as evident 
from the market study under para 5.2.2, the competitive rivalry and tension 

is high. This is good for healthy competition among the potential 
international bidders. 

Bargaining Power 
of Buyers 

High As all civil works are bundled into single package, it is very attractive to 
the market players and there are several potentially qualified international 
bidders from various countries, the bargaining power of buyer is high. 

Bargaining Power 

of Suppliers 

Low The bargaining power of suppliers is low due to adequate number of 

potentially qualified bidders who are capable of preparing competitive 
bids. 

Risk of New 
Entrants 

Low Risk of new entrants (possibly the local large local contractors from Tonga) 
would be unlikely to impact the market significantly and therefore the risk 
is low. 

Risk of Substitutes Low There is a low risk of substitutes. 

 

5.4 Current List of Debarred and Sanctioned Companies 

ADB: https://www.adb.org/site/integrity/sanctions 

https://www.adb.org/site/integrity/sanctions
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5.5 Supply positioning 

A supply positioning analysis has been carried for the different contract packages under the 
project, namely: 

The contract packages under the project are as follows: 

• Civil works contract: 

o Marine Works including dredging, dredged spoil disposal, potential demolition, 
wharf structures, mooring and berthing dolphin structures and equipment, Aids to 

Navigation, and rock revetment installation 

o Landside Works including earthworks and civil works, hardstands, internal 
roadways, utilities/services, potential demolition and building structures 

o The works will require a variety of materials and equipment. The fabrication, supply 
and installation of the works will require a combination of national (Tongan) and 
international suppliers. 

• Construction supervision consultancy contract. 

• Individual consulting contracts to assist PMU in independent oversight: 

o Project Coordinator (individual consultant) 

o Technical Contract Manager (individual consultant) 

o Project Accountant (individual consultant) 

The results of the supply positioning are summarized in the table below: 

Table 9: Supply positioning 

 

R
is

k
 

 
H

ig
h

  
Strategic Security 

Strategic Critical 

 

• Construction supervision consultancy contract, 

low value when compared to the project spending 

but strategic to ensure adequate levels of 

supervision. Without adequate levels of 

supervisions, project implementation would be 

delayed or halted. 

 

Civil works contract, which is the critical 

contract to the success of the project. The 

contract value is high and represent the greatest 

proportion of project spending. Suitable 

contingencies were built into the budget to 

compensate potential risk of overrun related to 

out of control factors such as unforeseen impact 

and delays from environmental conditions. 

L
o

w
 

Tactical Acquisition Tactical Advantage 

PMU individual contracts, needed to project a 

continuous, daily support to the EA/IA, contractor 

and other international consultants. 

 

  Low High                                                        
   

  Spending 
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6 RISK ASSESSMENT AND MANAGEMENT 

This chapter summarizes the assessment of project procurement risks in accordance with ADB’s 
procurement risk framework.  

6.1 Risk Framework 

Risk assessment involves the following steps: 

• Estimating the likelihood of the risk being realized 

• Estimating the consequence of the risk being realized 

• Determining the resulting risk rating 

• Prioritizing risks for treatment / mitigation 

The risk rating is subsequently determined using the risk rating matrix shown in the figure below, 
using the risk likelihood score and the risk consequence score to determine a resulting risk rating 
(Extreme, High, Medium or Low). 

Figure 7: Risk Rating Matrix 

 
 

6.2 Country and Sector Procurement Risk Assessment (CSPRA) 

A draft CSPRA Report was developed by ADB in January 2017 in accordance with the OECD’s 
Methodology for Assessing Procurement Systems (MAPS). The report is attached in Appendix B.  
The key findings are copied below for ease of reference. 

The CSPRA used questionnaires and interviews with respondents to assess the following five 
pillars that underlie best practice in public procurement: 

• Legislative and Regulatory Framework 

• Institutional Framework and Management Capacity 

• Procurement Operations and Market Practices 

• Integrity and Transparency of the Public Procurement System 

• Use of e-Procurement Systems 

The resulting risk level scores at the country and sector level are shown in the tables below. 
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Table 10: Country Level Risk Ratings 

Level 
Legislative & 
Regulatory 

Framework 

Institutional 
Framework & 
Management 
Capacity 

Procurement 
Operations & 

Market Practices 

Integrity & 
Transparency of 
the Public 

Procurement 
System 

Overall Average 
Score 

Pillar Score 2.55 1.91 1.97 2.30 2.18 

Highest 
Scores 

Procurement 
Legislation 

2.67 

Oversight 
2.22 

Complaints 
2.17 

Access Information 
2.83 

 

Lowest Scores 
Discrimination 

2.33 

Professional 

Development 
1.33 

Costing 
1.67 

Ethics & Anti-

corruption 
2.30 

 

Source: Draft Country and Sector Procurement Risk Assessment Report, Asian Development Bank, January 2017 

 

Table 11: Overall Sector Level Risk Ratings 

Level 
Legislative & 
Regulatory 
Framework 

Institutional 
Framework & 

Management 
Capacity 

Procurement 
Operations & 

Market Practices 

Integrity & 

Transparency of 
the Public 

Procurement 
System 

Overall Average 

Score 

Pillar Score 2.53 2.33 2.39 2.38 2.41 

Highest 

Scores 

Procurement 
Legislation 

2.70 

Budget cycle 

2.60 

Costing 

2.66 

Access Information 

2.96 
 

Lowest 
Scores 

Discrimination 
2.40 

Professional 
Development 

1.40 

Sector Competitive 
2.12 

Ethics & Anti-
corruption 

1.86 

 

Source: Draft Country and Sector Procurement Risk Assessment Report, Asian Development Bank, January 2017 

There is a lack of procurement capacity and expertise as an issue which is preventing to some 
degree the consolidation and more effective operation of public procurement. Improving 
procurement capacity could be achieved via addressing process and policy issues and manage 
compliance. 

The long delay in appointing an Anticorruption Commissioner (AC) and its associated 
investigatory powers and reporting capability needs to be addressed.  There are both internal 

and external perceptions that there are problems with conflict of interest and corruption in 
procurement in Tonga. This could be improved by appointing an AC. 

A specific SME Development Strategy should be developed to increase SME participation in 
public procurement. 

The implementation of an e-Procurement system would greatly improve managing procurement 
planning, the monitoring and auditing of procurement compliance and performance, market 
research, streamline the procurement process for both procurement entities and suppliers, and 
provide a procurement database for analysis and reporting.  

The moderate to substantial procurement risks relate to both the country and sector levels, are 
systemic procurement risks in that they relate to procurement system management, capacity, 
compliance with procurement policy and guidelines, market size, and a range of other key support 
mechanisms for public procurement. 

A copy of the PRAMP showing risk type and levels, and the types of mitigation measures that 
could be applied at the country and sector level, is provided below. 

 



Nuku’alofa Port Upgrade Project (RRP TON 53045-003) 
Strategic Procurement Planning and Procurement Risk Assessment 

 

41 

Table 12: Project Risk Assessment and Management Plan 
No Risk  Risk Level Type of Mitigation Measures 

Legislative and Regulatory Framework 

 

Lack of capacity and coordination 
to monitor, and manage 
compliance to existing 

procurement legislation, and 
regulations  

Moderate 

 (C) The GOT works with ADB (and other DPs) to identify the 
resources and expertise for the procurement oversight, 

management and procurement support functions so that all 
ministries achieve effective compliance and consistency. 
(Impacts the sectors when they use GOT legislation, regulation 
and documentation) 

Institutional Framework and Management Capacity 

 

A lack of expertise in costing 
procurement projects leads to 
some inaccurate budget estimates 

and subsequent project scope 
changes and cost over-runs 
 
and 

 
Limited forward budgeting and 
procurement planning is applied 
and not advertised which restricts 

opportunities for new and SME 
local suppliers to prepare for 
tendering 

Substantial 

 (B) ADB to work with the government and PD to define a subset 
of data required for public procurement planning, which can be 
incorporated into a more detailed and wider approach to 
procurement planning. This is a short-term measure and the 

accumulated data could be transferred to the e-procurement 
system when and if one is implemented. 
(C1) As an interim measure the government could institute a 
policy of having all ministries submit a draft summary procurement 

plan and confidential  budget estimates  covering then next 2 
years Once approval in principle was given, each ministry would 
publicly advertise their procurement intentions (acknowledging 
they could be subject to change) on the MFNP website. This 

would give suppliers, particularly SMEs; time to plan to possibly 
bid when the time comes. 
 (This may be less an issue for the PEs as they forward 
procurement plans but do not advertise them) 

 

No national procurement expertise 
and capacity development 

program is available, which 
impacts the whole procurement 
cycle and its management and 
performance 

Substantial 

(A1) As a priority, ADB with other development partners work with 

the government and selected tertiary education organizations to 
establish a National procurement training program that could be 
delivered by trained procurement staff or online. This would also 
include training on planning and costing procurement projects. 

More focused training and information sessions on the bidding 
process and other requirements for participating in public 
procurement should also be made available to suppliers and 
government ministries and departments involved in public 

procurement.  
 
 (A2) ADB and other development partners could continue the 
current provision of training to procurement staff involved in 

selected projects as they are implemented. This is a short-term 
mitigation measure, and longer term will have less impact, and 
probably be more expensive for development partners overall. 
(A general lack of procurement expertise impacts all sectors) 

Procurement Operations and Market Practices 

 

Private sector is small, bidders in 

some sectors are competitive but 
not in others, sometimes few and 
not well organized. 
There is not a well-established 

SME Development Strategy to 
raise the standard of suppliers and 
increase their participation in 
public procurement 

Substantial 

(A) ADB to work with the government, other DPs, and business 
organizations to develop a policy, strategy, guidelines and 
organizational requirements to support SME development and 
increased participation in public procurement.  This strategy 

should include what might be effective in developing a local 
private sector, in this very small isolated economy, to successfully 
bid for local work. 
The current local preference scheme should be reviewed to make 

it have more impact and a clear set of rules to be followed 
(B) ADB work with the Central Procurement Unit to assess the 
options for more bulk buying (framework Agreements) that may 
include both local and international suppliers working as joint 

ventures. 
(Any improvement in supplier capacity, expertise, numbers and 
ability to participate in procurement is a benefit to all sectors) 
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Costing of tenders is partly 
inadequate leading to overuse of 
variations, and changes to scope 
of projects to meet budget 
availability 

Substantial 

(A) Training on procurement project costing within ministries 
would be addressed as part of the mitigation measures for Risk 3 

(The PEs are less affected by this issue as they have assistance 
from DPs) 

Integrity and Transparency of the Public Procurement System 

 

The continued lack of an 

Anticorruption Commissioner to 
give substance of the Anti-
Corruption Act 2007 leaves Tonga 
exposed to perceived levels of 

corruption 

Substantial 
to Moderate 

(C) The GOT finalize the establishment of the Anticorruption 
Commissioner and ensure it has sufficient resources to fulfil its 

function 

Use of e-Procurement Systems 

 

There is not an e-procurement system in place. The GOT should consider implementing a system as it provides 
information, procurement process efficiency, monitoring transparency and integrity, assists audit activities, and the 
reporting and management of procurement performance. It is a key requirement to support most of the above 
mitigation measures. Procurement will be delivered via Tenderlink portal  

Source: Draft Country and Sector Procurement Risk Assessment Report, Asian Development Bank, January 2017 

In Tonga almost all the risks at the country level impacted the sectors. There were not specific 
sector risks identified at the sector level that were not common to the country level. 

6.3 Project Procurement Risk Assessment 

To make the risk assessment more manageable, project risks have been divided into the following 
key categories and particular issues which have been considered in relation to the QSIW project.  

• Governance risks 

• Legislative and regulatory 

• Borrower 

• Economic 

• Sustainability 

• Suppliers 

• Stakeholders 

• Contractual 

• Design 

• Tender 

• Construction 

After application of all mitigating measures, overall project procurement risk (post-mitigation) is 
assessed as “Medium”. Each of the identified risks are detailed below. 

6.3.1 Governance: Low 

All Ministries, Departments and Agencies of the Government of Tonga are required to undertake 
procurement in accordance with the Public Procurement Regulations (PPR). Despite this, a 
review of the procurement method highlighted that direct sourcing was widely used (40%). In 
2011, Tonga ranked between 95th and 175th out of 175 countries from the annual Corruption 
Perceptions Index. 
 
The main potential impacts on the procurement strategy are: 

• Corruption and small population with many interrelationships between government and 
local suppliers. 

• Change in government structure / responsibility / ownership 
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• Social event related to difficult economical position as per 2006 riots. 

Action adopted to mitigate the risk previously highlighted: 

• Ensuring the procurement process have been followed and external support for the 

administration of the contract. 

• Regularly engage with the Government to assess potential project risks. 

• Monitor social climate and assess need for security. 

6.3.2 Legislative and Regulatory: Medium  

The legal framework is seen as generally non-discriminatory and transparent with no 
procurement registration process. Although is potentially subject to be changed by the 
Legislative Assembly.  
 
The main potential impacts on the procurement strategy are: 

• New bill on local contract registration could have some tax implications. 

• New development consent process. 

 

Action adopted to mitigate the risk previously highlighted: 

• Secure agreement with GoT regarding taxes exemption   
 

6.3.3 Borrower Risks: Medium 

The lack of established National procurement development program is alleviated by external 
training provided to Procurement Officers and the fact MOI has been involved on recent donor 
projects. As part of the Tonga Strategic Development Framework II, a significant amount of 
investments is planned which will stretch GoT resources. 

 
The main potential impacts on the procurement strategy are: 

• Limited resources, capacity and capability within MOI 
 

Action adopted to mitigate the risk previously highlighted: 

• Support the EA and IA by implementing PMU and CSC. 
 

6.3.4 Economic: Low 

Tonga’s economy is undermined by its geography, widely dispersed islands, exposure to natural 
disaster, and weak institutional capacity. The lack of local opportunities limits the availability of 
local contractors and consultants to implement ADB financed activities.  

 
The main potential impacts on the procurement strategy are: 

• Currency devaluation; impacts on labor and materials 
 

Action adopted to mitigate the risk previously highlighted: 
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• Monitor economic conditions and provide adequate contingencies. 

6.3.5 Sustainability: Medium 

Tonga has the second-highest disaster risk in the world with three tropical cyclones in just 5 
years and regular seismic activities due to its proximity to the Tongan Trench. Tonga’s 

resourced are scarce and limited and their use needs to be carefully monitored. 

 
The main potential impacts on the procurement strategy are: 

• Environmental and adverse weather risks.  
 

Action adopted to mitigate the risk previously highlighted: 

• Management plan to be defined and allowance for contingencies (time and cost) in the 

initial planning. 

6.3.6 Supplier Risks: Medium 

The private sector has weak capacity and lack of competition in some areas due to limited 
amount of local. There is no formal process and policy within GoT to support the development of 
the private sector. 

 
The main potential impacts on the procurement strategy are: 

• Limited capacity of local suppliers. 

• Lack of competition and specialized equipment requiring import. 

 

Action adopted to mitigate the risk previously highlighted: 

• Tailor procurement strategy to attract local and international bidders 

• Early market soundings to be undertaken 

6.3.7 Stakeholder Risks: Low 

A large range of stakeholders has to be consulted and informed through the project. Interaction 
with the key stakeholder will be key to deliver a succesfull project.   
 
The main potential impacts on the procurement strategy are: 

• PAT should be kept well informed with clear processes/plans in place during construction. 
The Naval and Liquid Bulk Facility are to be regularly informed to mitigate any impact on 
their operations during the implementation of the project. 

 

Action adopted to mitigate the risk previously highlighted: 

• Maintain regular and efficient stakeholder engagement 

6.3.8 Contractual: Medium 

The staff limitations have resulted in poor contract management leading to quality issues and 
contractual delays. Works often have short contract periods, given the limited timeframe of the 
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project period within which they have to be designed, bid out and implemented. 
The main potential impacts on the procurement strategy are: 

• The combination of a small and remote infrastructure market and high complex 
infrastructure works requires a good management of the contract. 

 

Action adopted to mitigate the risk previously highlighted: 

• Recruitment of a full-time technical contract manager under the PMU with experience 
in managing projects in Tonga. Recruitment of a full-time project accountant under the 
PMU. 

• Provision of training to the PMU Technical contract manager to better administer and 

manage the contract throughout the project 

• Provision of construction supervision consulting services by an experience 
international consulting firm. The construction supervision consultant (CS) will fulfill the 
role of the Engineer to the contract as per FIDIC. 

• Provision under the CSC contract of 3 full time position in Tonga: international 
Resident Engineer, national Deputy Resident Engineer and Project Administration 
Assistant. 

• Provision of Independent Review Consultant (IRC) from TA to review the project 
performance, provide an assessment independent to the construction supervision 
consultant and allow the early identification of issues that may arise in the execution of 
the civil works contract. The IRC will undertake twice yearly reviews on the site and will 
be contracted under ADB’s Technical Assistance to ensure independent and third-party 
advice. 

The role of the “Engineer” will be full fill by a “professional engineer” and will have a duty to act 
impartially in such circumstances could also be implied under the governing standards of a 
professional institution applicable to any appointed Engineer. The Engineer notwithstanding that 

he generally acts as the Employer’s agent, must act fairly and without bias in his role as contract 
administrator. Responsibility and Role of the Resident Engineer and his team for the services of 
the Construction Supervision Contract are as follows: 
 

• All administration relating to the construction contract  

• Review and approval/comment on designs and drawings produced by the Contractor for 
temporary and enabling works. 

• Review and approval/comment on shop drawings produced by the Contractor, 

• Inspection of quality of all materials and workmanship provided by the Contractor, 
checking compliance with all specified technical requirements, 

• Responding to technical queries raised by the Contractor relating to construction of the 

works, 

• Drafting any variations to the contract requirements that may be required and monitoring 
the cost implications of these, 

• Monitor the Contractor’s progress against his construction programme, 

• Measuring and recording all quantities provided in the construction works and monitoring 

against tender quantities, 

• Checking the Contractor’s interim and final accounts against measured works, certifying 
these to enable payment by the Employer, 

• Receiving any claims for additional payment or extension of time submitted by the 

Contractor and drafting a response for the Employer to these claims in accordance with 
the contract, 
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• Verifying all testing and commissioning by the Contractor of all elements of the Works in 
accordance with the contract and ensuring satisfactory handover of these, 

• Advising the Employer on any contract obligations in order to facilitate the satisfactory 

progress of construction, 

• Checking that the Contractor provides all specified documentation on completion of the 
works including operation and maintenance manuals and as-built Drawings. 

6.3.9 Tender Stage Risks: Medium 

The accuracy of technical and financial detail for bid documentation prepared by the local 
procurement divisions is often substantially lacking. The type of work required as part of the 
project will require specialized expertise in marine works which could be under-estimated.  

 
The main potential impacts on the procurement strategy are: 

• Design means and methods may be too prescriptive for contractors and bids exceed 
expected price. Contractor proposed an alternative to reference design and construction 
execution plan. 

• Abnormally low bids: as in any infrastructure project, potential bidders can opt for very low 
proposals which, despite they are technically conforming, create a financial risk to the 

execution of the project. A full assessment of these abnormally low bids needs to be 
undertaken, allowing the Government to reject the bids with unrealistic prices. ADB’s 
guidance on abnormally low bids to be followed to minimize risk.  

 

  Action adopted to mitigate the risk previously highlighted: 

• Involve contractor where possible through the design stage. 

• Clear tender documentation and process to be followed. 

 

6.3.10 Construction Stage Risks: Medium 

The live environment of the site and exposure to natural disaster will require careful planning to 
be undertaken by the contractor as part of the post-construction activities.  

 
The main potential impacts on the procurement strategy are: 

• Weather event 

• Mobilization of the contractor to the project site is delayed because of the challenges of 

the region (isolation, remoteness, mobilization of all equipment/materials due to lack of 
resources insitu).  

 

Action adopted to mitigate the risk previously highlighted: 

• Involve contractor where possible through the design stage. 

• Inclusion in contract documentation of incentive for Early mobilization such two stage 

Advance payment, pre-negotiated rate for variation etc.  
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6.3.11 Summary 

Based on consideration of the above issues, a Risk Assessment has been undertaken for the 
project, the risks have been assessed (likelihood and consequence) and a risk level applied: High, 
Medium, or Low. Mitigation measures have been proposed for each of these identified risks, and 
the residual risk level assessed. After application of all mitigating measures, overall project 
procurement risk is assessed as “Medium”.



Nuku’alofa Port Upgrade Project (RRP TON 53045-003) 
Strategic Procurement Planning and Procurement Risk Assessment 

 

48 

Table 13 Procurement risk assessment and register 

 

01

Delays to procurement due to insufficient 

capability and/or capacity within GoT (e.g. 

resources, technology, skills)

Borrower Likely 4 Moderate 3 Major 4 Minor 2 Minor 2 Moderate 3 Moderate 3 High

Improve the borrower's capacity in 

procurement (e.g. PMU or internal GoT 

staffing)

Unlikely 2 Major 4 Medium GoT/ADB

02
Scope or price variation claims from 

contractor due to "unforeseeable" conditions
Construction Likely 4 Moderate 3 Moderate 3 Insignificant 1 Insignificant 1 Minor 2 Moderate 3 High 

Substantial assessment undertaken during 

detailed design to remove uncertainties.  

Ensure specifications and contract terms are 

robust, and allow appropriate contingency in 

cost budget.

Possible 3 Minor 2 Medium GoT/ADB

03
Inadequate or insufficient information for 

technical specifications 
Technical Possible 3 Moderate 3 Moderate 3 Insignificant 1 Insignificant 1 Moderate 3 Moderate 3 Medium

Consider early supplier involvement and use 

of performance specifications. 
Unlikely 2 Minor 2 Low Designer

04
Inadequate or insufficient site data for 

contractor to rely on (e.g. geotechnical) 
Technical Possible 3 Moderate 3 Moderate 3 Insignificant 1 Insignificant 1 Moderate 3 Moderate 3 Medium

Ensure contractor takes 

ownership/responsibility for existing data and 

include cost (if required) in bid for additional 

investigations 

Possible 3 Minor 2 Medium Contractor

05 Poor contract management Contractual Likely 4 Moderate 3 Moderate 3 Insignificant 1 Insignificant 1 Major 4 Moderate 3 High

Improve the borrower's capacity in contract 

management and/or ensure external support 

in administration of the contract

Possible 3 Moderate 3 Medium GoT/ADB

06
Change in economic situation impacts 

project
Economic Unlikely 2 Major 4 Major 4 Insignificant 1 Insignificant 1 Moderate 3 Moderate 3 Medium

Monitor changes in economic conditions and 

adjust budget/contingencies as required up 

to bid stage (at which point contractor takes 

risk)

Rare 1 Minor 2 Low GoT/ADB

07
Unethical procurement practices due to 

corruption 
Governance Possible 3 Moderate 3 Minor 2 Major 4 Major 4 Moderate 3 Moderate 3 High

Engage Anticorruption Minister and ensure all 

procurement strictly follows regulations, and 

utilise external support with contract 

administration.

Unlikely 2 Minor 2 Low GoT/ADB

08 Change in political landscape impacts project Governance Unlikely 2 Insignificant 1 Major 4 Moderate 3 Moderate 3 Insignificant 1 Insignificant 1 Medium

Monitor political situation, consult with 

Government on a regular basis and assess 

potential project risks.

Rare 1 Moderate 3 Low ADB

09
Social event (e.g. civil unrest) impacts 

project
Governance Unlikely 2 Moderate 3 Major 4 Insignificant 1 Insignificant 1 Insignificant 1 Insignificant 1 Medium

Monitor social climate and provide adequate 

security support and facilities for project as 

required.

Rare 1 Moderate 3 Low GoT/ADB

10

New bill on local contract legislation may 

have implications with domestic/international 

procurement (e.g. tax implications)

Legislative & 

Regulatory
Possible 3 Major 4 Minor 2 Moderate 3 Minor 2 Major 4 Major 4 High

GoT/ADB to confirm legislation and impacts. 

Budget to be adjusted accordingly, or 

potential exemption secured.

Unlikely 2 Moderate 3 Medium GoT/ADB

11

New development consent process may 

impact procurement or construction 

timeframes and costs

Legislative & 

Regulatory
Possible 3 Minor 2 Major 4 Insignificant 1 Insignificant 1 Insignificant 1 Insignificant 1 High

GoT/ADB to confirm legislation and impacts. 

Budget/program to be adjusted accordingly, 

or potential exemption secured.

Unlikely 2 Moderate 3 Medium GoT/ADB

12
Stakeholder(s) create delays to project 

procurement and implementation
Stakeholder Possible 3 Minor 2 Moderate 3 Insignificant 1 Insignificant 1 Insignificant 1 Insignificant 1 Medium

Early and ongoing stakeholder 

engagement/consultation to minimise 

disruptions and surprises. Follow stakeholder 

communication plan for key stakeholders.

Unlikely 2 Minor 2 Low GoT/ADB

13

Insufficient capacity or capability from 

domestic suppliers (e.g. resources, 

equipment, materials) 

Supplier Likely 4 Moderate 3 Moderate 3 Insignificant 1 Insignificant 1 Insignificant 1 Minor 2 High 

Update data on local market. Tailor 

procurement to match capability and 

capacity of local suppliers. Inform bidders.

Possible 3 Minor 2 Medium GoT/ADB

14

Specialised works (e.g. marine) and total 

budget may deter or limit the number of 

bidders, which could increase bid prices or 

reduce quality

Supplier Possible 3 Major 4 Minor 2 Minor 2 Moderate 3 Minor 2 Major 4 High

Try to attract a wide enough international 

market by reducing risks and uncertainties 

during the design and due diligence stage. 

Undertake Expression of Interest process to 

engage and inform market in advance of 

tender.

Unlikely 2 Moderate 3 Medium GoT/ADB

15
Significant environmental event (e.g. cyclone, 

earthquake, tsunami) impacts project
Sustainability Unlikely 2 Severe 5 Severe 5 Insignificant 1 Insignificant 1 Insignificant 1 Insignificant 1 High

Have management plans in place for such an 

event. Contract to appropriately allocate risk 

for downtime. Ensure appropriate insurances 

are provided.

Unlikely 2 Moderate 3 Medium GoT/ADB/Contractor

16 Abnormally low bids received Tender Possible 3 Insignificant 1 Insignificant 1 Major 4 Major 4 Major 4 Insignificant 1 High

Careful preparation of project specifications 

and evaluation criteria/process in tender 

documents. Use ADB's processes for 

handling abnormally low bids.

Unlikely 2 Moderate 3 Medium GoT/ADB/Designer

17
Contractors propose alternative 

design/construction means or methods
Tender Possible 3 Minor 2 Moderate 3 Minor 2 Insignificant 1 Insignificant 1 Insignificant 1 Medium

Input from contractors during design stage 

has been considered. Require conforming 

bid but allow for non-conforming bids that 

meet mandatory project requirements and 

specifications.

Possible 3 Insignificant 1 Low GoT/ADB/Designer

18

Impacts of the coronavirus (COVID-19). The 

sudden outbreak of Coronavirus 2019 

(COVID-19) pandemic has imposed 

significant challenges to (i) the timely 

procurement of the civil works contract; and 

(ii) the execution of the civil works in the field.

Other Likely 4 Minor 2 Moderate 3 Minor 2 Insignificant 1 Insignificant 1 Insignificant 1 High 

All procurement will be done electronically, 

bidders will not need to travel to Tonga. 

Digital information and  detailed engineering 

designs will enable  prospective bidders to 

undertake technical due-diligence for 

preparing their bids without a pre-bid visit. 

There is reasonable cushion for COVID-19 to 

resolve before actual contract execution 

starts by end of 2021.

Possible 3 Moderate 3 Medium GoT/ADB/Designer

Medium GoT/ADB/Designer

Likelihood (L)

OVERALL PROCUREMENT RISK: After application of all mitigating measures, the overall project procurement risk (post-mitigation) has been assessed as “Medium”.

CategoryDescriptionID Risk Owner Residual Risk
Residual 

Consequence

 Residual 

Likelihood
Proposed Mitigation Strategy 

Value for Money

Consequence (C)

Economy Efficiency Fairness Transparency Quality

Risk (L x C)
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7 OPTIONS ANALYSIS AND PROCUREMENT STRATEGY TO ACHIEVE VALUE FOR 
MONEY 

7.1 Introduction.  

A comprehensive procurement risk assessment has been undertaken with detailed supply market 
analysis to achieve value for money (VfM) by choosing the optimal procurement arrangements 
for the project. Different options have been assessed for each of the important procurement 
aspects such as contract packaging, procurement method, contracting modality, bidding 

procedures, prequalification, consulting services; and accordingly, suitable procurement options 
have been adopted for each of those procurement aspects of the under the project in order to 
achieve core procurement principles, with particularly emphasis on maximizing quality and value 
for money. After carefully analyzing all procurement options, appropriate procurement plan has 
been drawn (attached under Item no. 8) 

7.2 Procurement Strategy Summary to achieve Value for Money (VfM):  

The project will achieve the best VfM through: (i) using the e-procurement technology to lower the 
transaction cost, enhance process efficiency and transparency; (ii) attracting well-qualified 
international contracting firms to deliver quality civil works using prequalification process followed 
by Open Competitive Bidding with merit-point based evaluation criteria; (iii) direct contracting of 
the construction supervision consultant (Royal Haskoning DHV Nederland B.V.) given their 
technical strength and satisfactory performance in providing feasibility and detailed design 

consulting services for this project and to ensure continuation of their liability and consistency in 
technical approach as part of “One Project – One Consultant” pacific approach. Further, the 
provisions related to abnormally low bids and stands still period will also be applied for civil works 
to maximize VfM  

7.3 Civil works contract 

7.3.1 Contract packaging 

The options for the contract packaging of the civil works contract are: 

• Option 1: one contract for the marine side works and one contract for the landside works 

• Option 2: one single contract for the marine and landside works 

• Option 3: one or two contracts for civil works only and procurement of goods separately 
(electrical substation, high mast lighting and firefighting systems) 

Significantly large projects can be separated into contract packages to better manage the works 

and allow contractors specialized in various areas be targeted for different parts of the Works. For 
example, a project may typically be separated into Civil and Services packages. In these 
instances, there may also be benefits in utilizing different types of contracts. There may also be 
a benefit to separate into packages where the project is very large ‘spatially’. It may be better to 
separate the works into packages based on areas, as a single contractor may not have the plant 
& equipment to do the whole project. 

However, for this project it is recommended that there is single, over-arching package / contract 
for the whole of the Works. The reasons for this approach can be summarized as follows: 

• The project is of a size that can be handled by international contractors. 

• It is not sufficiently large in size that it would require multiple packages / contracts. 
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• A single contractor will also be able to better manage interfaces between the various 
disciplines (marine, structural, civil, services, etc.). 

• A single point of accountability (i.e. lead contractor is responsible for sub-constructors) 

with respect to costs, schedule and performance. 

• The Contract Value needs to be large enough to attract international contractors (if there 
are smaller, less attractive packages, the project may only end up with 1-2 bidders for 
each package with high pricing) 

• More contract packages place a larger procurement burden on government, which is 

already limited.  

• A number of packages increases risks, chances of corruption, and fragments 
responsibility/ownership - contractors can blame each other (or the construction 
manager/supervisor) for delays due to interface challenges. 

A single contract will be more attractive for international contractors that are specialized in marine 
construction. It would be expected that the Main Contractor would still engage local sub-
contractors to undertake certain specific parts of the project, including supply of materials and 
delivery of onshore civil works. 

The procurement of goods (electrical substation, high mast lighting and firefighting systems) 

separately is not recommended as the integration of these goods into the civil works contracts 
will ensure a single point of accountability with respect to costs, schedule and performance. 
Additionally, the scope of such work package is relatively limited but requiring highly specialized 
equipment in particular for the firefighting. Procurement of these equipment will require their 
importation which will need to be carefully managed with the completion of the civil work. The size 
of this component is limited and is unlikely to attract many international bidders.  

Considering the above, the table below shows the result of option assessment: 

Table 14: Assessment of options for contract packaging 

Options 

Attractiveness 
to international 

contractors 
(1-10) 

Contract 
management 

efficiency 
(1-10) 

Specialization of 
contractors 

(1-10) 

Overall 

(1-10) 

 Option 1: 
One contract for the marine side works and 
one contract for the landside works 

7 7 9 7.7 

Option 2: 

One single contract for the marine and 
landside works 

10 10 7 9.0 

Option 3: 
One or two contracts for civil works only and 
procurement of goods separately 

6 5 9 6.7 

 

Therefore, Option 2, a single contract for the marine and landside works, is recommended. 

7.3.2 Contracting method 

Bidding document for civil works package will be prepared following ADB’s SBD for Large Works 
and the contract will be based on the Conditions of Contract for Construction for Building and 
Engineering Works Designed by the Employer, Multilateral Development Bank Harmonized 
Edition (June 2010), prepared by the Fédération Internationale des Ingénieurs-Conseil, or FIDIC.  
 
This includes the following parts: 
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PART I – BIDDING PROCEDURES: 
 

1. Instruction to Bidders 
2. Bid Data Sheet 
3. Evaluation and Qualification Criteria 
4. Bidding Forms 

5. Eligible Countries 
 

PART II – REQUIREMENTS: 
 

6. Employer’s Requirements 
 

PART III – CONDITIONS OF CONTRACT AND CONTRACT FORMS: 
 

7. General Conditions of Contract 
8. Particular Conditions of Contract 
9. Contract Forms 

 

FIDIC’s General Conditions of Contract for Construction are widely used and accepted as a fair 
agreement by international contractors. FIDIC is also widely used for marine applications in 
various jurisdictions around the world. 

7.3.3 Procurement method 

Choosing the most appropriate procurement method for a project is critical to achieving the 
project’s objectives in terms which represent value for money. Procuring the right scope of work, 
with the correct counterparty, with the right risk allocations supported by the right contract are 
essential. Having the right skills and behaviors on both sides is also critical.  

There are a number of procurement methods that can be considered as options for a project: 

• Open Competitive Bidding with or without Prequalification 

• Limited Competitive Bidding 

• Framework Agreement 

• Request for Quotations (RFQ) 

• Electronic Reverse Auction 

• Direct Contracting 

• Force Account 

Since detailed design will be completed by the time of procurement of the civil works, it is 
proposed to deliver the project as a ‘Construct Only’ contract (with minor elements of repairs 
procured as design and build). 

Three different options for the procurement method have been assessed: 

• Option 1: Open Competitive Bidding without Prequalification 

• Option 2: Open Competitive Bidding with Prequalification 

• Option 3: Limited Competitive Bidding 

• Option 4: Direct Contracting 

Open Competitive Bidding (OCB) with international advertisement ensures there is a maximum 
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chance of receiving competitive bids. This method has the disadvantage for the potential to 
receive many bidders who are unable to undertake such a project (lack of experience and 
capability in a marine environment). This would make the tender evaluation process more difficult, 
and potentially protracted as there could be many requests for information to be issued to 
numerous bidders. 

To address this possibility, it is therefore proposed to undertake the internationally advertised 
Open Competitive Bidding with detailed specification and prequalification. Prequalification is 

appropriate given the large size of the contract and complexity of the works, in the marine 
environment, remote location, combination of marine and landside interventions). The 
prequalification exercise can be undertaken in parallel to the finalization of the detailed design 
and would not the delay the procurement overall project implementation. 

Considering the above, the table below shows the result of option assessment: 

Table 15: Assessment of options for procurement method 

Options 

Efficiency in the 
procurement 

process 

(1-10) 

Procurement of 
qualified 

contractor 

(1-10) 

Transparency 
and value for 

money 

(1-10) 

Overall 
(1-10) 

 Option 1: 
Open Competitive Bidding without 
Prequalification 

6 7 10 7.7 

Option 2: 
Open Competitive Bidding with 

Prequalification 

7 8 10 8.3 

Option 3: 
Limited Competitive Bidding 

8 8 6 7.3 

Option 4: 
Direct Contracting 

9 8 3 6.7 

 

It is proposed then Open Competitive Bidding (OCB) International Advertisement with 
Prequalification as the procurement method. 

7.3.4 Bidding procedures 

Different options were analyzed regarding the bidding procedures: 

• Option 1: single-stage one-envelope process (1S-1E) 

• Option 2: single -stage two-envelope process (1S-2E) 

• Option 3: two-stage process (2S) 

Given that the detailed design will be completed by the time of issuing the invitations for bidding, 
technical proposal will have sufficient information on the client’s requirements and specifications  
to be able to prepare conforming technical proposals. Since prequalification is proposed, the use 
of a two-stage process is redundant. In relation to the options for the single-stage, since the 
procurement will be mostly supported with an independent consulting support, the risk of opening 
technical and financial proposals simultaneously is minimized and, therefore, the option of single-
stage one-envelope process is recommended. 

Since a rigorous assessment of the contractor’s capability and capacity is needed, the 
prequalification process will ensure the screening to suitable contractors. It is also recommended 
that preferred tenderer(s) are interviewed as part of the tender process to ensure the capability of 

proposed personnel. 
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Considering the above, the table below shows the result of option assessment: 

Table 16: Assessment of options for procurement method 

Options 
Procurement time 

(1-10) 
Suitability 

(1-10) 
Overall 
(1-10) 

 Option 1: 

Single-stage one-envelope process 
9 9 9.0 

Option 2: 
Single -stage two-envelope process 

9 8 8.5 

Option 3: 
Two-stage process 

6 6 6.0 

 

It is proposed then Single-stage one-envelope process as the procurement procedure. 

7.4 Construction supervision consultancy contract 

The contract would involve the following parties: 

• MOI would be the ‘Employer’. 

• The ‘Contractor’ would be the lead contractor with total responsibility for the performance 
of the works, including management and coordination of any Sub-Contractors. 

• A consultant would be engaged by MOI / ADB to act as ‘The Engineer’. 

The consultant would undertake the duties of the Engineer with appropriate authority under the 

Contract. This would include oversight of the site construction works and administration of the 
contract. 

Two options were assessed for the recruitment of the construction supervision consultant (firm): 

• Option 1: open competitive selection of the consultant 

• Option 2: direct contracting of the same consultant that prepared the feasibility and 
detailed design study 

The consultant that prepared the feasibility and detailed design study, Haskoning DHV Nederland 
B.V. (Haskoning DHV), was competitively engaged under the TA-9331 to provide feasibility 
services. In line with the increased flexibility for ADB operations in the Pacific, where all countries 
are classified as small island developing states and seven countries are considered as being in 
fragile and conflict-affected situations, the request for proposal and subsequent contract included 
a provision that, subject to satisfactory performance, the consultant could be directly engaged for 
subsequent stages of the project. Haskoning DHV was directly contracted under the PRF to 

prepare the detailed engineering design, due diligence update and provide procurement support. 
This contract also included a provision that, subject to satisfactory performance, the same 
consultant could be directly engaged for subsequent stages of the project (construction 
supervision) as part of “One Project – One Consultant” approach. These two facts ensure the 
transparency of the process. 

Quality control of the detailed engineering design was monitored through the execution of a third-
party independent review, funded by the PRF. Therefore, subject to satisfactory performance, 
availability of suitably qualified and experienced staff and receipt of an acceptable proposal, the 
same consultant could be recruited via direct selection as the construction supervision consultant 
responsible to oversee the construction of the civil works components of the project. This will also 
allow the continuation of liability and consistency in the technical approach. 

Considering the above, the table below shows the result of option assessment: 
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Table 17: Assessment of options for the selection method of the Construction supervision 

consultancy contract 

Options 

Consistency in 
technical 

approach 
(1-10) 

Continuation of 
liability 
(1-10) 

Transparency 

(1-10) 

Overall 

(1-10) 

 Option 1: 
Open Competitive Selection 

4 6 10 8.0 

Option 4: 
Direct Selection 

10 10 8 9.3 

 

It is proposed then direct contracting of the same consultant i.e. Haskoning DHV that prepared 
the feasibility and detailed design study for this project as part of “One Project – One Consultant” 
pacific approach. 

7.5 Individual consulting Contracts to establish a PMU 

Two options were assessed for the recruitment of the PMU consultants: 

• Option 1: open competitive selection of the consultant 

• Option 2: direct contracting of the individual consultants forming the existing PMU 

The open competitive selection of the PMU consultants is fairer with other national applicants. 
However, PMU consultants play an essential role in the project implementation and the already 
engaged PMU consultants under the PRF have gained a great understanding of the project needs 
and conditions that are very valuable for the implementation. Also, it will be natural continuation 
of the responsibilities currently being handled by them to support PMU.  

The three positions under the PMU are: Project Coordinator, Technical Contract Manager and 
Project Accountant. All positions will be fulfilled by national consultants to be engaged on a full-
time basis. Three consultants to be directly contracted have previous experience in large 
infrastructure projects funded by ADB or other development agencies (World Bank) in Tonga. 

Considering the above, the table below shows the result of option assessment: 

Table 18: Assessment of options for the selection method of the PMU consultants 

Options 

Consistency in 
technical 
approach 

(1-10) 

Continuation of 
liability 
(1-10) 

Transparency 
(1-10) 

Overall 
(1-10) 

 Option 1: 
Open Competitive Selection 

7 7 10 8.0 

Option 4: 
Direct Selection 

9 8 8 8.3 

 

It is proposed then the direct selection of the existing PMU consultants for efficiency and 
effectiveness. 
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8 PROCUREMENT PLAN 

8.1 Project Procurement Plan 

The following table lists goods, works, nonconsulting, and consulting services contracts under the project 
according to the conclusions and outcomes of the previous options analysis.  

Table 19 Goods, Works, and Nonconsulting Services 
Package 

Number 

General 

Description 

Estimated 

Value ($) 

Procurement 

Method 
Review 

Bidding 

Procedure 

Advertisement 

Date 
Comments 

CW-1 Maritime 
and land 
civil works 

for port 
upgrade 

34,000,000 OCB 
(Works) 

Prior 1S1E Q1/2021 Prequalification 

of bidders: No 
Domestic 
preference 
applicable: Yes 

AC: Yes 
e-GP: Yes, e-
Bidding 

VEH-1 One 
vehicle 

35,000 RfQ Prior Shopping Q1/2021 
 

CW = civil work, OCB = open competitive bidding, RfQ = Request for Quotation, Q = quarter, S = stage, E = 
envelope, AC = Advance contracting 
Source: Asian Development Bank 
 

Table 20 Consulting Services 
Package 
Number 

General 
Description 

Estimated 
Value ($) 

Selection 
Method 

Review 
Type of 
Proposal 

Advertisement 
Date 

Comments 

CS-01 Construction 
Supervision 
Consultant 

1,650,000 Direct 
Contracting 

Prior STP Q4/2020 Type: Firm 
Assignment: 
International 

QCR: 90/10 
AC: Yes 
eGP: Yes, ADB 
CMS 

CS-02 Project 
Coordinator  

170,000 Direct 
Contracting 

Prior REOI Q2/2021 Type: Individual 
Assignment: 
National 
AC: No 

e-GP: Yes 
CS-03 Technical 

Contract 
Manager 

160,000 Direct 
Contracting 

Prior REOI Q2/2021 Type: Individual 
Assignment:  
National 

AC: No 
e-GP: Yes 

CS-04 Project 
Accountant 

130,000 Direct 
Contracting 

Prior REOI Q2/2021 Type: Individual 
Assignment:  

National 
AC: No 
e-GP: Yes 

CS = consulting service,  I = individual, DC = Direct Contracting, AC = Advance contracting, STP = Simplified 
Technical Proposal, REOI = Request for Expression of Interest 

Source: Asian Development Bank. 
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8.2 Considerations to the procurement of civil works 

8.2.1 Technical Specifications 

Technical Specifications for the works will be sufficiently comprehensive and commensurate with 
what is required for a ‘Construct Only’ contract. The specifications will include both construction 
methods and processes, as well as material requirements. 

It will be important to allow a certain amount of flexibility with the use of ‘Performance 
Specifications’. For example, concrete mix design may be dependent on material availability, 

provided as performance criteria are achieved. 

The types of Specifications to be used in the procurement of the project should consider the 
following: 

• Preference is for performance specifications (materials, etc.) where applicable. For 
example, onerous concrete specifications could drive up costs. 

• Not too prescriptive; must allow contractor to innovate and develop their own execution 
plan; however, not too lenient to allow low bids with sub-standard options. 

• Must provide clear information on geotechnical conditions as well as existing/allowable 
load ratings. The allocation of these risks will again impact prices. 

A mix of (prescriptive) technical specifications and ‘performance’ specifications should be 
considered for the project. This will be dependent on where there should be a certain amount of 
flexibility provided to the contractor, so as not to be too onerous in requirements, and therefore 

potentially increase costs and delays. 

8.2.2 Prequalification 

The procurement method for the civil works contract is Open Competitive Bidding with 
Prequalification. Prequalification will be based on a combination of pass/fail criteria (eligibility, 
financial, experience) and scoring criteria (experience, preliminary work plan, risk management 
process, environment, safety and health approach). The “Guidance Note on Prequalification”, 
June 2018 allows to use such combination of pass/fail criteria and scored criteria. 

Before prequalification, multiple dissemination activities will be implemented to attract more 
bidders such as advertising of the advanced contracting notice in the ADB’s website, specialized 
procurement websites (Tenderlink), social media (LinkenIn), and inviting potential bidders to an 
information session of the project to be arranged via videoconference). 

To ensure that prequalification exercise is conducted appropriately and timely, EA will be assisted 

by the feasibility detail design consultant Haskoning DHV who have significant past experience in 
doing similar prequalification exercises for marine works for its clients in multiple countries. While 
it is understood that the prequalification would take about 4 months’ time, the detail design will 
also not be completed before November 2020. Considering all these factors, invitation for 
prequalification is planned to be issued within July 2020 so that it doesn’t affect the overall 
procurement and project implementation schedule.  

8.2.3 Evaluation and Qualification Criteria for OCB 

After prequalification, the prequalified bidders will be invited for submission of bids. The bidding 
will have less weighting applied to cost, as this can be misleading as low bids can be reliant on 
significant variations. On this regard, two measures are recommended: 
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• Use the procedures that ADB procurement policy allows for the evaluation of abnormally 
low bids. 

• Use the procedures that ADB procurement policy allows to include in the evaluation the 

principles of value for money. 
 
A merit-point based evaluation criteria will be introduced to evaluate bids of prequalified 
bidders. The weightage applied to technical and financial scores will be determined after 
completing prequalification. Evaluation of bidders will need to consider the following: 

• Key personnel 
o Particularly local construction manager. Must be able to demonstrate English 

speaking and writing. Other minimum qualifications. To be interviewed post 
contract award. 

• Machinery and plants as per work requirement 

• Local content 

• Work Program 

• Construction Methodology 

• Bidders’ financial situation and adequate financial resources to maintain cash flow  

• Similar Works Experience 

o Must be able to demonstrate relevant experience and performance through 
successfully executed similar nature of contracts in the past 5-7 years  

o Past references (to check past performance) 
o Specific construction experience in key activities 

• Require various management plans: CMP, EMP, HSSEMP, etc. and compliance with the 
gender action plan of the project. 

• Evaluated cost  

8.2.4 Pricing and Costing Method 

It is recommended that the contract will be a unit rate contract. Since there has been a significant 
amount of studies undertaken, and detail design is under preparation, there is less likelihood of 
large variations in quantities of some items of works that may be more suited to a Schedule of 
Rates contract and therefore, execution of those items may kept on lump sum basis with clear 
description of scope of works. 

The piling work should include some adjustment mechanism for variability in pile toe levels 
achieved (i.e. different than what is in the detail design, and hence priced at tender stage). In any 
case, it is recommended that unit rates are provided in the bid for assessment of potential 
variations for additional work, or for unforeseen conditions. 

As part of the project budgeting it will be important to allow sufficient contingency in the ADB’s 

project cost estimates to accommodate any unforeseen conditions. This is especially important 
for the offshore works, which potentially have latent (e.g. geotechnical) conditions.  

8.2.5 Bidding and Contract Conditions 

The Construction Contract will be based on the Detail Design (currently underway in advanced 
stage) as prepared by the Employer. It will therefore be a ‘Construct Only’ contract (with some 
minor elements of repairs procured as design and build by the contractor). 

It is recommended that the construction contract will be based on the Conditions of Contract for 
Construction for Building and Engineering Works Designed by the Employer, Multilateral 
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Development Bank Harmonized Edition (June 2010), prepared by the Fédération Internationale 
des Ingénieurs-Conseil, or FIDIC.  

FIDIC’s General Conditions of Contract for Construction are widely used and accepted as a fair 
agreement by international contractors. FIDIC is also widely used for marine applications in 
various jurisdictions around the world. 

There are certain issues related to the bidding procedures and General and Particular Conditions 
of Contract, which will need to be carefully considered in the preparation of the tender documents, 

as described as follows: 

8.2.5.1 Supplementary Information 

In addition to the Specifications and Drawings for a project, it is important to include additional 
(Supplementary) information at the tender stage so that bidding contractors are fully informed of 
the site conditions. This would typically include surveys (topographical and bathymetrical) and 
geotechnical information. 

For this project it will also be important to include information that relates to the operation of the 
port. This could include: 

• Metocean data 

• Detailed description of port operations 

• Site lay-down areas for storage of materials and plant 

• No-go (operational) areas for different phases of the project 

• Historical shipping movements and berth utilization for coordination of marine works 

8.2.5.2 Advance Payment 

An Advance Payment is typically expected from contractors to cover costs for mobilization 
including setting up of the project site, and transportation of materials, plant & equipment. For 
projects which require significant marine components (such as QSIW), there are typically 
significant costs involved for the mobilization of water-borne plant (e.g. crane mounted barge, 
piling rig, etc.). This can typically be in the range of hundreds of thousands to millions of dollars, 
depending on the equipment required, and the remoteness of the site. 

The amount of mobilization that the Employer is willing to accept (e.g. between 10-20%) should 
typically be stated in the tender documents. To minimize risk to the Employer, an approach could 

consist of a lower advance payment (say 10%), and the remaining mobilization costs to be paid 
on arrival and set-up on site of the majority of plant & equipment. 

It is important during tender negotiations to have reasonable expectations on both sides which 
guarantees minimizing risk to the Employer, whilst ensuring the contractor has sufficient funds 
and cash flow to be able to mobilize to site. 

It will be required for the Contractor to furnish the Employer with an Advance Payment Security 
according to the contract conditions to reduce the Employer’s exposure. 

8.2.5.3 Performance Security & Retention Money 

It is typical for FIDIC contracts to include a Performance Security (or guarantee) to ensure that 
the Contractor has completed the works to the satisfaction of the Engineer and has not breached 
its obligations under the contract. This could typically be in the order of 10% of the Contract Price.  

As with the Advance Payment Security, this should also be requested. 
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It is also feasible to include Retention Money in the contract to ensure all works are completed 
satisfactorily at Taking Over of the complete works, and also at the expiry date of the Defects 
Notification Period. 

8.2.5.4 Bill of Quantities and Schedule of Rates 

The Bill of Quantities (BoQ) and Schedule of Rates (SoR) to be included in the tender 
documentation will include items with detail description and unit rates to be submitted by the 
tenderer. 

Sometimes a BoQ can have very detailed quantities, which can ultimately cause significant issues 
with measurement and payment. Methods for preparation of BoQ and measurement (e.g. CESSM 
- Civil Engineering Standard Method of Measurement) can sometimes be overly complicated and 
prescriptive. It is preferable to keep as much of the works as ‘unit prices’, so disputes related to 
measurement are not protracted and delay the project and if site conditions require variations in 
quantities, that can easily be processed.  

It is recommended that a SoR is requested at the tender stage to allow for pricing of additional 
works, or for any unforeseen conditions (e.g. change in pile toe levels due to unexpected ground 
conditions).  

8.2.5.5 Payment and Delay Damages 

Payments to the contractor can often be complicated by the intricacies in the measurement of the 
works completed, including disagreement over the percent complete of the works and 

corresponding payment. An alternative (and much simpler and fairer) approach that can be 
considered is where there are standard monthly payments made to the contractor, with additional 
‘balloon’ payments made when certain milestones are achieved. This makes assessment of 
progress claims much simpler and is fair to the contractor who wants to ensure reasonable cash 
flow. This was recently implemented successfully for a very similar marine project in Saudi Arabia.  

A mechanism which could incentivize the Contractor to maintain the project schedule is the 
inclusion of Delay Damages. Whilst it is typical to include this provision in the contract, it is 
generally not applied, however it certainly can be used for leverage when negotiating disputed 
variations, etc. 

8.2.6 Impacts of the coronavirus (COVID-19) 

The sudden outbreak of Coronavirus 2019 (COVID-19) pandemic has imposed significant 
challenges to (i) the timely procurement of the civil works contract; and (ii) the execution of the 

civil works in the field. Accordingly, mitigation measures have been identified and will be 
implemented as follows: 

(i) Procurement of civil works contract: There are travel restrictions and lock down on 
account of COVID-19 outbreak which could affect the procurement activities. Since all 
procurement will be done electronically, bidders will not need to travel to Tonga to 
submit their bids. Bidders will be able to access bidding documents, submit and 
receive the clarifications and submit their bids online through electronic platform. Bid 
opening will also be done online through the tender portal and videoconference 
electronically. Although a pre-bid site visit will likely be not possible, the government 
will provide complete digital information (photos, drone videos) and the detailed 
engineering designs (including comprehensive drawings) in order to provide all 
required information in sufficient details and quality which would enable all prospective 
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bidders to undertake technical due-diligence for preparing their bids without a pre-bid 
visit. Also, it may be possible that COVID-19 outbreak may resolve in due course of 
time before the bidding process starts. 

(ii) Implementation of civil works: Contract award is expected by Q2 2021 and civil works 
on site are not expected to start until Q4 2021, since the contractor will require a period 
of approximately 6 months to prepare for mobilization to Tonga, with a range of 
activities that will take place off-site, such the preparation of equipment and personnel, 

precasting of concrete structures, fabrication of steel piles, etc. Although the duration 
of the COVID-19 is unknown and unpredictable, the described timeline provides 
reasonable cushion for the implementation of the civil works and it is likely, COVID-19 
outbreak may resolve in due course of time before actual contract execution starts by 
end of 2021. 

8.3 Contract Management 

Tonga currently has other Donor projects in different sectors and a division within the MNFP to 
deal with donor finances, but procurement has generally been undertaken within each individual 
project. It is established that MOI has limited capacity to directly undertake marine works and 
certain aspects of the land-based works is also limited and needs strengthening. 

The Project will be implemented by the established Project Management Unit (PMU) within the 
Ministry of Infrastructure. The PMU has been established as a new division and the Project 

Coordinator will report directly to the CEO of the MOI. The PMU is employing a full-time Project 
Coordinator, Technical Contract Manager and a Project Accountant.  

However, a strong support in the early procurement activities and contract management will be 
provided to the PMU to help them building-up their capacity alongside the project. This project 
will finance the employment by MOI of a Construction Supervision Consultant (CSC) to guide, 
assist with capacity building, advise and supplement the existing technical expertise within MOI. 
The contract management in the project will be based on guidance provided in ADB’s Guidance 
Note on Contract Management, June 2018. The aim will be to define clear meaning of 
communication and process to monitor contract delivery progress, payments and variations, 
review of contract performance and contract close-out as define in the Figure 3 of the booklet. 

The contract management will be undertaken by the following key personnel: CSC Team 
(Engineer, Resident Engineer and other staff of the consulting firm) and the PMU Team (Project 

Coordinator, Technical Contract Manager, and Project Accountant). Support to the key team will 
be provided by Independent Review Consultant (from TA) and local administration personnel.  

Key Performance Indicators (KPI) to be monitored will be identified during contract negotiation 
and are likely to be involving quantity, quality and technical specifications defined in the bidding 
document and work program approved by the client. At regular intervals, these parameters should 
be openly discussed with the contractor, with a view to agreeing on corrective measures to 
improve upon these important aspects. Definition of a clear communication including meetings, 
reporting, use of common project information and process management. Communication will be 
performed at senior-level between contractual parties and ensuring that escalation procedures 
are clear and understood. Communication and sharing information at appropriate levels and as 
transparently as appropriate. 

The PMU will be located within MOI and will have direct access to the CEO to prevent delay in 

decision making. Additional regular meetings of the Steering Committee will be organized. 
This committee is composed of key stakeholders as such as PAT, MOI and MPD as well 
representatives of MOF. This set-up will allow collegial decision to be made on urgent matters. 
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Contract Management Plans (CMP) will be developed and used as the primary tool to monitor 
contractor’s performance. The CMP will be prepared during the precontract award stage and will 
provide information on the characteristics of the contract, potential risks during the implementation, 
and the measures against which contractor performance will be assessed. The CMP might 
include key roles and responsibilities, key contractual dates and delivery milestones, budget and 
payment milestones, and record-keeping requirements.  

Contract Administration will be the responsibility of the PMU with support of the CSC. Platform 

such as Aconex will be used to manage and record correspondence, claims, meeting minutes, 
performance reviews and other records. Management and tracking of payments against invoices 
and/or claims, variations and projected costs against budget will be done at a first level by the 
CSC before been endorsed by the PMU Contract Manager. Additionally, Independent Review 
Consultant (to be supported from the TA) will review the project performance, provide an 
assessment independent to the construction supervision consultant and allow the early 
identification of issues that may arise in the execution of the civil works contract 

Dispute Resolution Mechanism. In case of unavoidable disputes, the EA and contractor would 
endeavor to resolve disputes amicably. If for some reason amicable resolution is not possible, a 
dispute resolution mechanism will be specified in the contract in the form of Dispute Adjudication 
Board (DAB) at the time of drafting. An international commercial arbitration will be foreseen. 
Proper management of disputes will be put in place and the progress and outcome of all significant 

disputes would be reported to ADB. 

Contract closure will be performed to provide a clear end to the contract with the contractor and 
minimizes the risks to the EA of potential contractual claims, financial exposure, and operational 
impact of a poor transition. Contract will close when both parties will have discharged all their 
obligations. For this, the EA will confirm internally that the specified contract deliverables have 
been completed and that there are no outstanding matters or issues that remain unresolved; apart 
from any agreed-upon, ongoing warranties or guarantees. Once the parties agree, the closure 
process includes: 

- Completion of administrative matters. 

- Confirm all the goods, services, and technical inputs (as-built drawings, operational 
manual, testing and commissioning) have been provided. 

- Final defect list has been received. 

- Determine the extent of any liquidated damages to be deducted from the contract price. 

- Prepare the completion certificate. 

- Finalize payments. 

- During the liability period, follow up remedial works on the defects list. 

- Record the date and details of the final inspection and issuance of the performance 
certificate. 

- Record the end of the retention and guarantee periods, and the date of release of retention 
monies and/or guarantees. 

- Handle warranties, indemnities, and insurance. 

- Summarize any claims made against or received from the contractor by the executing 
agency. 

- Record final contract payments, and reconcile all payments. 
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